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ABSTRACT
This dissertation examined the notion that firm 
control systems for managers and salespeople might impact 
the degree to which market oriented and customer oriented 
strategies are implemented throughout a firm's activities. 
In other words, the firm's control systems might facilitate 
or mitigate the execution of these particular strategies. 
This dissertation empirically addressed this concern by 
examining the impact of the management control system on 
the level of firm market orientation, and the impact of the 
salesperson control system on both salesperson customer 
orientation and the level of firm market orientation. In 
addition, it replicated previous research by testing the 
relationship between firm market orientation and 
salesperson customer orientation.
In order to examine the hypothesized relationships, 
questionnaires were sent to sales professionals who were 
randomly selected from a consumer mailing list. 
Consequently, 250 questionnaires were returned, resulting 
in a 16.45% response rate. The primary method of data
s
analysis was ordinary least squares regression.
iii
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In general, this study provided empirical support for
the relationship between control systems for managers and
salespeople and the implementation of market oriented and 
customer oriented strategies. Specifically, the results of 
this study suggest that 1) reliance on market-based control 
factors for managers is positively related to the level of 
firm market orientation, 2) reliance on behavior-based 
control for salespeople is positively related to the level 
of firm market orientation, and 3) firm market orientation 
is positively related to the level of salesperson customer 
orientation. A final result was that 4) reliance on
behavior-based control for salespeople was not related to 
the level of salesperson customer orientation.
This dissertation extended previous research by 
directly testing the relationship between salesperson 
control systems and salesperson customer orientation,
offering some clarification of the relationship between 
managerial control systems and firm market orientation, and 
introducing theory and empirically examining the 
relationship between salesperson control systems and firm 
market orientation. The findings reported in this 
dissertation suggest several managerial implications which 
are discussed in the final chapter. In addition, 
suggestions for future research are offered.
iv
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CHAPTER 1  
INTRODUCTION
The purpose of chapter 1 is to introduce this 
dissertation, which examines the effects of management 
control systems and salesperson control systems on firm 
market orientation and salesperson customer orientation. 
In addition, the effect of firm market orientation on 
salesperson customer orientation is examined. These 
relationships are presented in the framework in Figure 
1.1. There are four constructs of interest: management
control system, firm market orientation, salesperson 
control system, and salesperson customer orientation.
This chapter begins with a discussion of the 
importance of the variables included in this dissertation. 
This is followed by a discussion of the need for further 
research, the statement of the problem, and the objectives 
of the study. A description of the contributions and 
research plan of this dissertation concludes this chapter.
l
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FIGURE 1.1
THE CONTROL SYSTEM - ORIENTATION FRAMEWORK
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3The Importance of the. Study Variables
Firm Market Orientation
Market orientation is a firm or SBU-level strategy 
that emphasizes the belief that all decisions should begin 
with a consideration of the organization's customers (Day
1994). Market oriented firms strive to create superior 
value for their customers by continuously gathering
information about customers and competitors and
disseminating that information throughout the 
organization. In addition, they encourage cooperation 
among all members and departments of the firm so that they 
might effectively react to the disseminated information 
(Kohli and Jaworski 1990; Narver and Slater 1990).
A market oriented focus provides firms with a 
strategic competitive advantage (Day 1994, Hunt and Morgan
1995). Because of their information gathering activities, 
market oriented firms are more in touch with customers and 
the environment than are other firms. They can more
accurately predict the effects of specific strategies on 
the market. They are in a better position to be proactive 
or respond quickly to changes in the market because 
information about customers and competitors, and firm 
activities are well-coordinated throughout the
• ‘
; < ■ , •"* ■> ;
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4organization. (Day 1994). As a result, market oriented 
firms should experience more positive customer responses, 
such as repeat business (Jaworski and Kohli 1993; Siguaw, 
Simpson, and Baker 1998) and business performance 
(Jaworski and Kohli 1993; Narver and Slater 1990; Pelham 
1997; Pelham and Wilson 1996; Ruekert 1992), and employee 
responses, such as organizational commitment (Jaworski and 
Kohli 1993; Mengfiq 1996; Siguaw, Brown, and Widing 1994) .
Salesperson Customer
Orientation
Salespeople occupy a unique position within an 
organization's workforce. They function as the bridge 
between the organization and its customers. In fact, for 
many customers, the salesperson is the organization 
(Crosby, Evans, and Cowles 1990; Siguaw, Brown, and Widing 
1994) . Because of salespeople's unique boundary-spanning 
role, their behaviors are critical to the success and 
reputation of the organization. Moreover, their boundary- 
spanning role requires that specialized attention be 
afforded to salespeople by researchers and organizations.
The salesperson customer orientation construct 
captures salesperson behaviors that are important to 
firms. Salesperson customer orientation reflects the 
degree to which salespeople try to "help their customers
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
5make purchase decisions that will satisfy customer needs”
(Saxe and Weitz 1982, p. 344). Customer oriented
salespeople avoid high-pressure sales techniques and focus 
on long-term customer satisfaction. As a result, highly 
customer oriented salespeople are expected to achieve
greater sales success personally and for the firm due to 
their ability to achieve greater levels of customer
satisfaction (Saxe and Weitz 1982).
Control Systems
Determining appropriate control systems for managers 
and salespeople is an important, as well as complex, task 
for most organizations. This is particularly true because 
an organization's control system influences the motivation 
of its managers and salespeople and ultimately the
organization's long-term profitability (Coughlan and Sen 
1989). More specifically, it provides firms with a method 
of dictating and/or guiding where managers and salespeople 
should focus their attention and efforts (Anderson and 
Oliver 1987) .
Because different firm strategies require different 
emphases and responsibilities from different employees, a 
single reward system will not be effective for all 
employees (Viswanathan and Olson 1992) . Moreover,
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
6different combinations of control elements might lead to 
different behavioral outcomes (Krafft 1999). Thus, 
managers and salespeople are usually rewarded differently. 
Yet, from the organization's point of view, the question 
of reward systems is exactly the same regardless of the 
position of the employee. Organizations want to determine 
what type of reward system will effectively induce 
employees to perform the activities necessary to meet the 
organization's long-term objectives while avoiding 
unintended consequences.
The management reward system addressed in this 
dissertation is that of a market-based versus non-market- 
based reward system. A firm's reward system for management 
must be consistent with the organization's goals. 
According to Webster (1988), if managers are rewarded on 
the basis of short-term profitability, they will focus 
primarily on activities that provide immediate rewards and 
possibly neglect factors that provide long-term benefits 
such as customer service-related activities. Thus, a firm 
must design a reward system that encourages appropriate 
behaviors that will result in the firm's desired outcomes. 
Market-based reward systems were conceptualized by Kohli 
and Jaworski (1990) as a reward system for managers in a 
market oriented firm. A market-based reward system is one
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
7that emphasizes customer satisfaction, and the long-term 
health of the organization (Jaworski and Kohli 1993).
Salesperson control systems are also of importance. 
This is especially true in light of the salesperson's 
boundary-spanning role which makes his or her behaviors 
even more relevant to the firm. Not only does the control 
system motivate salespeople, but it also establishes norms 
within the organization so that salespeople think, feel, 
believe, and behave in manners consistent with the reward 
system (Oliver and Anderson 1994) .
Traditionally, salespeople are rewarded on the basis 
of behaviors, such as the number of sales calls made, 
outputs, such as sales volume, or some combination of the 
two. Theoretically, rewarding salespeople on the basis of 
behaviors encourages more long-term thinking and a more 
cooperative salesforce, while rewarding salespeople on the 
basis of outcomes encourages more short-term thinking and 
a more self-oriented salesforce (Oliver and Anderson 
1994).
To summarize, the firm's control systems for managers 
and salespeople can affect their level of motivation and 
the focus of that motivation. As a result, control 
systems can have a dramatic effect on manager and 
salesperson inputs and consequently outcomes. Ultimately,
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
it is necessary that the reward system reinforce the 
firm's strategy if it is to be effective.
Need for Further Research 
The competitive environment of most industries 
demands that firms adapt quickly to changes in the 
marketplace. At times, adaptation may require the 
development of a new firm strategy or a modification to an 
existing one. Innovative behavior such as this generally 
takes place in two stages: (1) the initiation stage and
(2) the implementation stage (Jaworski and Kohli 1993; 
Zaltman, Duncan, and Holbek 1973). During the initiation 
stage, the new or modified strategy is conceived, during 
the implementation stage, it is put into action. In an 
effort to adapt to market or competitive moves, some firms 
strive to achieve higher levels of firm market orientation 
and customer orientation among their salespeople. This 
dissertation examines the notion that the control systems 
for managers and salespeople might impact the degree to 
which market oriented and customer oriented strategies are 
implemented throughout a firm's activities. In other 
words, while the design of a firm's control systems should 
be a result of the firm's elected strategy and should be 
considered during the initiation stage, the resulting
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
control system might subsequently facilitate or mitigate 
the strategy's execution during the implementation stage.
Several theorists have offered support for the notion 
that control systems might impact the implementation of a 
firm's strategy. For example, according to Lawler (1971), 
the organization's reward system is a method by which the 
organization can communicate its strategy, as well as 
stimulate change in the organization. Challagalla and 
Shervani (1996) argue that if rewards are not tightly 
linked to the implementation of the strategy, the strategy 
will be ignored.
Yet, much of the empirical research addressing change 
in organizations has focused on interpersonal issues 
rather than considering the influence of structural 
changes such as changes in the firm's control system. 
Specifically related to this dissertation two sets of 
control systems and two sets of strategic behaviors are of 
importance, those are manager and salesperson control 
systems and firm market orientation and salesperson 
customer orientation.
Anderson and Oliver (1987) provide theoretical 
support for a relationship between salesperson control 
systems and salesperson customer orientation. They 
proposed that a behavior-based control system is
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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positively related salesperson customer orientation. To 
the author's knowledge, no prior studies have directly 
empirically tested this proposition, however, one study 
offers tentative empirical support for the proposed 
relationship. Cravens et al. (1993) altered the original 
proposition somewhat to facilitate testing. They found
that sales managers whose sales force had a behavior-based 
control system believed that it was important that the 
sales force be customer oriented. Again, while this 
finding lends some support to the original proposition, it 
does not in reality offer any evidence as to how a 
salesperson control system might directly impact the
salesperson's customer oriented behaviors.
Not only do gaps remain in the research on 
salesperson control systems, but also in the research on 
management control systems. Four studies have
investigated the relationship between managerial control 
systems and firm market orientation, yet each has reported 
differing results. In particular, Bhuian (1998), Homg 
and Chen (1998), Jaworski and Kohli (1993), and Ruekert 
(1992) tested the relationship between market-based
control for managers and firm market orientation. 
Jaworski and Kohli (1993) and Rukert (1992) found a 
positive relationship. Bhuian (1998) found no
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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relationship, and Homg and Chen (1998) found mixed 
results. These conflicting results call into question the 
generalizability of the theory of market orientation 
offered by Jaworski and Kohli (1993) with regard to 
control. In fact, research on control systems prompted 
Challagalla and Shervani (1996) to state "the conflicting 
evidence on the effects of control is particularly 
disturbing because controls are central to the functioning 
of every organization" (p. 89).
Finally, no prior research has offered theoretical or 
empirical support for the notion that the salesperson 
control systems might impact the implementation of a 
market oriented strategy. This is somewhat surprising 
considering the importance of the salesperson's boundary- 
spanning role.
In summary, further research is necessary to allow 
for direct testing of the relationship between salesperson 
control systems and salesperson customer orientation, 
clarification of the relationship between managerial 
control systems and firm market orientation, and 
introduction and empirical examination of theory 
suggesting a relationship between salesperson control 
systems and firm market orientation.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Statement of the Problem 
Previous research suggests that a firm's control 
system is a key method by which firms can direct the 
behavior of employees toward desired objectives (Lawler 
1971; Ouchi 1979; Anderson and Oliver 1987). However, if 
the control system is not properly designed, 
organizational objectives may be ignored (Challagalla and 
Shervani 1996) . In the haste to become more market
oriented, firms may neglect to consider the impact of 
misaligned control systems. Furthermore, even if re­
aligning the control system is addressed by management,
there is very little empirical research in the area to
offer guidance.
Previous research on the impact of management and
salesperson control systems on implementing market 
oriented and customer oriented strategies is limited. As
stated previously, the impact of the management control
system on the level of firm market orientation has yielded 
inconsistent results. The impact of the salesperson 
control system on salesperson customer orientation has not
been directly tested. And finally, the impact of the
salesperson control system on the level of firm market 
orientation has not been considered.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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In summary, successful implementation of a market 
oriented and customer oriented strategy may depend in part 
on the design of the firm's control systems. This 
dissertation empirically addresses this concern by 
examining the impact of the management control system on 
the level of firm market orientation, and the impact of 
the salesperson control system on salesperson customer 
orientation and the level of firm market orientation. In 
addition, it replicates previous research by testing the 
relationship between firm market orientation and 
salesperson customer orientation.
Objective of the Study 
The objective of this study is to empirically test 
hypothesized relationships between management control 
systems, firm market orientation, salesperson control 
systems, and salesperson customer orientation. 
Specifically, the relationship between management control 
systems and firm market orientation, the relationship 
between salesperson control systems and salesperson 
customer orientation, the relationship between firm market 
orientation and salesperson customer orientation, and the 
relationship between salesperson control systems and firm 
market orientation are examined.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Variables and the Hypothesized Framework 
The relationships to be tested in this dissertation 
are presented in the framework in Figure 1.1. Each of the 
variables is listed below along with its operational 
definition.
Market Orientation - The organization culture 
that most effectively and efficiently creates 
the necessary behaviors for the creation of 
superior value for buyers and, thus, continuous 
superior performance for the business (Narver 
and Slater 1990, p. 21).
Customer Orientation - The degree to which 
salespeople practice the marketing concept by 
trying to help their customers make purchase 
decisions that will satisfy customer needs (Saxe 
and Weitz 1982, p. 344).
Management Control System (Market-Based) - An
organizational system in which measures of 
customer satisfaction and market oriented 
behaviors are used to evaluate and reward 
managers (Jaworski and Kohli 1994).
Salesperson Control System - Salesperson control 
systems fall on a continuum with outcome-based 
control at one end and behavior based control at 
the other. An outcome-based control system is 
an organizational system in which 
straightforward objective measures of results 
(outcomes), rather than measures of the methods 
salespeople use to achieve results, are used to 
evaluate and compensate the salesforce (Anderson 
and Oliver 1987, p. 76) . A behavior-based 
control system is an organizational system in 
which subjective and more complex methods based 
largely on (1) what salespeople bring to the 
selling task (e.g., aptitude, product 
knowledge), (2) their activities (e.g., number 
of calls), and (3) their sales strategies, 
rather than sales outcomes, are used to evaluate
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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and compensate the sales force (Anderson and 
Oliver 1987, p. 76).
Contributions Qf the Study 
The major contribution of this dissertation is that 
it offers the opportunity for a greater understanding of 
the impact of management and salesperson control systems 
on market oriented and customer oriented behaviors. Firm 
market orientation and salesperson customer orientation 
are outcomes lauded by both academics and practitioners 
(Kohli and Jaworski 1990). Understanding the manner in 
which control systems impact these outcomes may aid 
managers in their planning efforts as well as researchers 
in their efforts to understand and explain control systems 
and the market orientation and customer orientation 
constructs.
Plan Qf.-fche Study 
This dissertation investigates the impact of 
management and salesperson control systems on firm market 
orientation and salesperson customer orientation. Chapter 
2 provides a review of the literature relevant to this 
dissertation. It provides the foundation on which the 
subsequent hypotheses are developed. Chapter 3 presents 
the framework to be tested and offers a description of the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
16
sampling methodology, data collection, and statistical 
techniques. The results of the data analysis are 
presented in chapter 4, which is followed by the 
conclusions of the study, limitations of the study, 
managerial implications, and recommendations for future 
research in chapter 5.
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CHAPTER 2 
LITERATURE REVIEW
The purpose of this chapter is to review the 
literature that forms the foundation for this 
dissertation. The subsequent literature review is drawn 
from many disciplines, however emphasis is placed on 
literature in the disciplines of marketing and management. 
This chapter is divided into three sections with each 
section relating to a particular construct or group of 
constructs relevant to this dissertation.
The first section discusses the literature related to 
firm market orientation. The second section presents the 
literature related to salesperson customer orientation. 
The third section presents the literature related to 
organizational control systems.
Market Orientation of the Firm
Definitions of Market 
Orientation
Market orientation is a component of an 
organization's culture that has it roots in the marketing
17
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concept (Hurley and Hult 1998; Deshpand£, Farley, and 
Webster 1993; Narver and Slater 1990). The marketing 
concept is a business philosophy that pervades an 
organization and, as a result, guides all of its
activities. The development of the marketing concept is 
attributed to J. B. McKitterick of General Electric who, 
in 1957, suggested that organizations must offer products 
in response to customers rather than urging customers to 
purchase what the organization chooses to produce (Ruekert 
1992). In 1960, Levitt echoed McKitterick's suggestion. 
In his highly regarded article, Levitt suggested that 
businesses should define themselves on the basis of the
customer needs that they satisfy, not on the basis of the 
products they use to satisfy them (Ruekert 1992). Later, 
Kohli and Jaworski (1990) and Narver and Slater (1990) 
formalized the concept.
The discussions that followed the initial
developments of the marketing concept helped to delineate 
and define the philosophy. The marketing concept 
maintains three principles. The first is that the
customer is the primary focus of all business functions. 
The second principle is that a customer focus is required 
of all members of the organization, not just those in the 
marketing and sales departments. The third, and final,
£ ( * I A - - ■ »;*•♦
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principle dictates that the ultimate goal of the
organization and its activities is profit not simply sales
volume (Barksdale and Darden 1971). These three
principles are embraced by market oriented organizations.
* • * »
Fundamental r to market oriented organizations is the
"belief that all decisions start with the market" (Day
1994, p. 44) . From this foundation, they strive to create
superior value for their customers in an effort to achieve
long-term profitability (Narver and Slater 1990).
Research on market orientation has flourished in the 
past decade and a half. As a result, several 
conceptualizations of market orientation have emerged 
(e.g., Deshpand§, Farley, and Webster 1993; Houston 1986; 
Hunt and Morgan 1995; Kohli and Jaworski 1990; Narver and 
Slater 1990; Webster 1988). Market orientation has been 
viewed as a type or component of organizational culture 
(Deshpand6, Farley, and Webster 1993; Hurley and Hult 
1998), a sustainable competitive advantage (Day 1994), a 
resource (Hunt and Morgan 1995), and a strategic choice
(Ruekert 1992) . The differences of each of these
conceptualizations lie primarily in their emphasis rather 
than in fundamental theoretical differences (Ruekert
1992). For example, Kohli and Jaworski (1990) emphasize 
market intelligence as a component of market orientation
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while Narver and Slater (1990) emphasize the types of 
market intelligence.
A common theme among the various conceptualizations 
is that a firm's market orientation is manifest in its 
activities or behaviors. In other words, market oriented 
firms engage in specific behaviors that differentiate them 
from non-market oriented firms. In particular, the 
approaches taken by Kohli and Jaworski (1990) and Narver 
and Slater (1990) provide the foundation on which much of 
the market orientation research has been built. The
following sections discuss the definitions of market 
orientation offered by Kohli and Jaworski (1990) and
Narver and Slater (1990) as well a relatively new, but
related conceptualization of market orientation by Hunt 
and Morgan (1995) .
Kohli and Jaworski (1990). Kohli and Jaworski (1990) 
focused on market information or intelligence as a primary 
ingredient to a firm's market orientation. Market
intelligence encompasses a broad range of knowledge. It 
includes information about customers' expressed and latent 
needs as well as factors that might affect their needs, 
such as changes in technology, governmental regulations, 
and customers' competitors. While identifying the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
21
necessary market intelligence might in and of itself sound
like a challenge, it becomes even more complex when
considering firms that have resellers as customers. In
that context, not only do firms have to be informed about
their immediate customers, but also their customers'
customers. Based on an in-depth review of the literature
and interviews with 62 U.S. managers, Kohli and Jaworski
(1990) identified three processes involving market
intelligence that are practiced by market oriented firms.
These processes are specified in their definition of
market orientation that follows.
Market orientation is the organizationwide 
generation of market intelligence pertaining to 
current and future customer needs, dissemination 
of the intelligence across departments, and 
organizationwide responsiveness to it (p. 6) .
In other words, in order for a firm to be market oriented,
it must collect necessary market information, it must
provide this information to all members of the
organization, and all parts of the organization must
utilize the information to develop and enact its
strategies. Each of these processes is discussed in more
detail in the following sections.
1 ntelligence generation. Market intelligence can be
gathered from either primary or secondary sources as well
as formal and informal methods. Some methods include
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"meetings and discussions with customers and trade
V  j  — t...
partners, analysis of sales reports, analysis of worldwide 
customer databases, . . . customer attitude surveys, sales 
response in test markets, and so on" (Kohli and Jaworski 
1990, p. 4) . Firms may also engage in "scanning, direct 
experience, imitation, benchmarking, or problem-solving 
inquiries" (Day 1994, p. 44).
It is important to note that the responsibilities 
related to market intelligence do not fall solely on the 
shoulders of the marketing department. Departments 
throughout the firm often have access to market 
intelligence. For example, engineering departments often 
have information about the various materials that might 
best be suited for a particular product. On the other 
hand, sales organizations often receive information from 
customers about unsatisfactory product features, such as 
durability of the material. Both sets of information are 
necessary to ultimately understand customer needs, yet 
neither department has all of the necessary information on 
its own. Thus, all departments in an organization must 
accept responsibility for intelligence generation as well 
as the next component - intelligence dissemination (Kohli 
and Jaworski 1990).
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Intelligence dissemination. Information or
intelligence has limited impact unless it is shared. As 
with the previously mentioned example, the ability of 
departments in an organization to understand current and 
future customer needs as well as competitor actions is 
limited by the amount of information shared among them. 
Intelligence dissemination may take place via formal 
methods such as an interdepartmental newsletter, or 
informal methods such as conversations at the water cooler 
(Kohli and Jaworski 1990). Regardless of the method, it 
is imperative that information is passed along 
horizontally as well as vertically in the firm.
Responsiveness. The final process market oriented 
firms engage in, according to Kohli and Jaworski (1990), 
is responsiveness to market intelligence. Responsiveness 
includes developing and enacting strategies based on the 
market intelligence that has been generated and 
disseminated. For example, a response to the previously 
mentioned information obtained by the engineering and 
sales departments might be to design and roll out a new 
product manufactured out of a more durable material.
As organizations vary in the extent to which they 
engage in these market intelligence activities, they also 
vary in the degree to which they are market oriented. The
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degree of market orientation exhibited by a firm may also 
be influenced by several factors, such as the 
technological and competitive environment, which are
discussed in the theoretical and empirical research
section.
Narver and Slater (1990). Narver and Slater (1990) 
approached market orientation from a different, but
related perspective than did Kohli and Jaworski (1990) . 
They viewed a market orientation as the result of “a 
desire to create superior value for customers and attain a 
sustainable competitive advantage" (Narver and Slater 
1990, p. 21) . Slater and Narver (1994b) propose that a 
firm is market oriented when "its culture is 
systematically and entirely committed to the continuous 
creation of superior customer value" (p. 22) . Prom this 
perspective, a market orientation encompasses three 
components - customer orientation, competitor orientation, 
and interfunctional coordination - and two decision 
criteria - long-term focus and profitability (Narver and 
Slater 1990).
Customer orientation. A customer orientation
"includes all of the activities involved in acquiring 
information about the buyers . . .  in the target market
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and disseminating it throughout the business(es)" (Narver 
and Slater 1990, p. 21). To create superior value for its 
customers, an organization must increase the customer's 
benefits in relation to its costs, or decrease the 
customer's costs in relation to its benefits (Narver and 
Slater 1990). Market oriented firms must "continually 
sense and act on events and trends in present and 
prospective markets" (Day 1994, p. 43) . In order to 
accomplish this, it is necessary for organizations to 
understand all factors that affect its customers. Without 
this knowledge, organizations will find it very difficult 
to satisfy immediate and anticipate future needs of 
customers.
Competitor orientation. Like a customer orientation, 
a competitor orientation involves obtaining information 
about competitors within the firm's industry and 
distributing the information throughout the firm. 
Competitor information should include analyses of both 
current and potential competitors and their strengths and 
weaknesses (Narver and Slater 1990). Information about 
competitors might "enable a [market oriented] firm to 
produce a market offering for some market segments more 
efficiently or effectively than one's competitors" (Hunt 
and Morgan 1995).
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Interfunctional coordination. Interfunctional
coordination involves the "coordinated utilization of 
company resources in creating superior value for target 
customers" (Narver and Slater 1990). Similar to Kohli and 
Jaworski (1990), Narver and Slater (1990) suggest that 
being market oriented requires the efforts of every 
department in the organization, not merely the marketing 
department. As previously noted, the various departments 
in an organization often have access to different sorts of 
relevant information, especially competitor information 
(Day 1994). For example, because manufacturing companies 
often use the same suppliers, the manufacturing department 
may have access to information not available to the sales 
department, and vice versa (Day 1994). Being market 
oriented means that "information is widely distributed, 
its value is mutually appreciated, and those functions 
with potentially synergistic information know where else 
it could be used beneficially" (Day 1994, p. 44) .
In addition to the three components of a market 
orientation, Narver and Slater (1990) identified two 
criteria on which market oriented decisions are based: 
long-term focus and profitability. To create lasting 
superior value, firms must have a long-term focus. 
Decisions must be made based on their long-term, rather
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than short-term, impact. In addition, profitability is 
necessary to achieve long-term sustainability and growth. 
A focus on factors such as sales volume may lead to 
increased sales, but it ignores costs. As a result, a 
firms' sales may not adequately cover its expenses (Narver 
and Slater 1990).
Integration of Kohli and Jaworski (1990) and Narver
and Slater (1990). Similar themes run through both
approaches to market orientation. Kohli and Jaworski's
(1990) definition is actually implied in Narver and
Slater's (1990). Both a customer orientation and a
competitor orientation (Narver and Slater 1990) require
information generation and dissemination (Kohli and
Jaworski 1990). Moreover, interfunctional coordination
(Narver and Slater 1990) is required for organizations to
be responsive (Kohli and Jaworski 1990) to their
customers. As such, the two definitions are quite
complementary.
Hunt and Morgan (1995) used components from each of
the definitions to define market orientation as
(1) the systematic gathering of information on 
customers and competitors, both present and 
potential, (2) the systematic analysis of the 
information for the purpose of developing market 
knowledge, and (3) the systematic use of such 
knowledge to guide strategy recognition.
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understanding, creation, selection,
implementation, and modification (p. 11).
Two details make this definition unique. First, there is
an emphasis on being systematic in the gathering, analysis
and use of market knowledge. This is a sentiment echoed
by Day (1994) who suggested that market oriented firms
"approach these activities in a more thoughtful and
systematic fashion" (p. 44) . Second, Hunt and Morgan
(1995) did not include interfunctional coordination in
their definition. They argue that while interfunctional
coordination may assist in the successful implementation
of a market orientation, it should not be part of its
definition. Factors that influence the implementation of
a culture, such as market orientation, are generally
identified as antecedents, rather than definitional
components of the culture.
In addition, Hunt and Morgan (1995) argue with market 
orientation's conceptualization as the implementation, or 
the behavioral dimension, of the marketing concept (Kohli 
and Jaworski 1990) . They contend that it is supplementary 
to the marketing concept. Hunt and Morgan (1995) point 
out that the marketing concept calls for a customer focus, 
while a market orientation involves both a customer and 
competitor focus. As such, a market orientation should
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not be treated as the implementation of the marketing 
concept, but rather a corollary of the marketing concept 
(Hunt and Morgan 1995) . Positioned in this manner, market 
orientation is an organizational culture that is not as 
overriding as an organizational philosophy, yet is 
influenced by the organizational philosophy (Hunt and 
Morgan 1995; Narver and Slater 1990).
In sum, all departments of market oriented firms 
systematically engage in the acquisition and dissemination 
of market information about both customers and 
competitors. In addition, they use this information to 
create superior customer value in an effort to achieve 
long-term profitability (Day 1994; Hunt and Morgan 1995; 
Kohli and Jaworski 1990; Narver and Slater 1990). As a 
result,
Market-driven firms are distinguished by an 
ability to sense events and trends in their 
markets ahead of their competitors. They can 
anticipate more accurately the responses to 
actions designed to retain or attract customers, 
improve channel relations, or thwart
competitors. They can act on information in a 
timely, coherent manner because the assumptions 
about the market are broadly shared (Day 1994, 
p. 44).
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Theoretical and Empirical 
Research on Market
Orientation..of the. Firm
Kohli and Jaworski (1990) proposed the model of
antecedents and consequences to firm market orientation
depicted in Figure 2.1. Building on the foundation laid
by Kohli and Jaworski (1990) and Narver and Slater (1990),
numerous studies have theoretically and empirically
examined potential consequences and antecedents of firm
market orientation. These studies are discussed in the
following sections.
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Interdepartmental
Dynamics
Business
Performance
Senior
Management
Factors
Market
Orientation
Customer
Responses
Organizational
Systems
Employee
Responses
FIGURE 2.1
ANTECEDENTS AND CONSEQUENCES OF MARKET ORIENTATION 
KOHLI AND JAWORSKI (1990)
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Consequences of Firm Market Orientation. A large 
portion of the theoretical and empirical work addressing 
market orientation has focused on its consequences. Kohli 
and Jaworski (1990) offered theoretical support for three 
groups of consequences of a market orientation: customer 
responses, business performance, and employee responses.
Customer responses. Among Kohli and Jaworski's 
(1990) customer responses are customer satisfaction and 
repeat business. Perhaps due to the difficulties of 
obtaining dyadic information, very little empirical 
research has explored the effect that firm market 
orientation has on customers. Siguaw, Simpson, and Baker 
(1998) found that supplier market orientation is 
positively related to distributor market orientation and 
distributor commitment to the relationship. In addition, 
Siguaw, Simpson, and Baker (1998) found that the 
customer's market orientation also influences the dyad. 
In particular, they found that distributor market 
orientation is positively related to its level of trust 
and cooperative norms with the supplier. They also found 
that both supplier and distributor market orientation 
indirectly leads to distributor satisfaction with 
financial performance.
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In a second dyadic study, Deshpandd, Farley, and
Webster (1993) found that customers' evaluation of a 
firm's customer orientation, as described by Narver and 
Slater (1990), is positively related to its business 
performance. Moreover, this study found that the
customer's evaluation of the firm's customer orientation 
is more strongly related to business performance than the 
firm's self-assessment of its customer orientation.
Employee responses. Among Kohli and Jaworski' s 
(1990) employee responses are esprit de corps, job
satisfaction, and organizational commitment. Kohli and 
Jaworski (1990) did not intend their list of employee
responses to be exhaustive, and subsequently other 
scholars have expanded this list. As a result, firm 
market orientation has been found to have a positive 
relationship with job satisfaction (Mengtiq 1996; Ruekert 
1995; Siguaw, Brown, and Widing 1994), trust in top 
management (Ruekert 1995) , organizational commitment 
(Homg and Chen 1998; Jaworski and Kohli 1993; MengfU? 
1996; Ruekert 1995; Siguaw, Brown, and Widing 1994), and 
esprit de corps (Homg and Chen 1998; Jaworski and Kohli
1993) , and negatively related to role ambiguity (Mengttq 
1996; Siguaw, Brown, and Widing 1994), and role conflict 
(Mengftq 1996; Siguaw, Brown, and Widing 1994) . Finally,
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Siguaw, Brown, and Widing (1994) found that the market 
orientation of the firm is positively related to the 
customer orientation of its sales employees.
Business performance. Some research on firm market 
orientation has examined its effects on business 
performance. Business performance can be based on a 
firm's ROI, profits, market share, or other indicators of 
performance (Kohli and Jaworski 1990). With few 
exceptions (i.e. Caruana, Pitt, and Berthon 1999), 
research has supported a positive relationship between 
firm market orientation and firm performance (Bhuian 1998; 
Jaworski and Kohli 1993; Narver and Slater 1990; Pelham 
and Wilson 1996; Pelham 1997; Ruekert 1992; Slater and 
Narver 1994a, 1994b).
While business performance has primarily been 
examined as a direct outcome of market orientation, Slater 
and Narver (1995) conceptualized the relationship as one 
that is mediated by organizational learning, customer 
satisfaction, and new product success. In an article 
based primarily on Slater and Narver (1995) , Hurley and 
Hult (1998) addressed innovativeness as a consequence of 
market orientation and a mediator of the market 
orientation - performance relationship. They offered a 
conceptual model that identified a market orientation and
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organizational learning as cultural components that lead 
to organizational innovativeness. Hurley and Hult (1998) 
did not empirically test the market orientation 
innovativeness link. However, Han, Kim, and Srivastava 
(1998) , found support for innovativeness as a mediator of 
the market orientation - performance relationship. In 
addition, they found general support for a relationship 
between the customer and competitor orientation components 
of market orientation and innovativeness. Somewhat 
related to innovativeness is product design and success. 
Pelham and Wilson (1996) found that a market orientation 
is positively related to product quality, new product 
success, and profitability.
Taking a more macro view, Kohli and Jaworski (1990)
suggested that the relationship between market orientation
and business performance is moderated by supply-side
moderators such as technological turbulence and 
competition, and demand-side moderators such as market 
turbulence and the economy. Empirical research addressing 
moderators has encountered rather inconsistent results. 
Jaworski and Kohli (1993) found no support while Slater 
and Narver (1994b) found limited support for competitive 
intensity, market turbulence, and technological turbulence 
as moderators of the market orientation - performance
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relationship. In contrast, Bhuian (1998) found that 
competitive intensity moderated the market orientation - 
performance relationship while market turbulence did not. 
In addition, Slater and Narver (1994b) found only limited 
support for buyer power and competitor concentration as 
moderators of the market orientation - performance 
relationship. Yet, some support was found for their 
hypothesis that a lower rate of market growth will result 
in a stronger positive relationship between market 
orientation and performance. Finally, consistent with 
propositions offered by Houston (1986), Narver and Slater 
(1990) found that the type of business moderates the 
market orientation - performance relationship. 
Specifically, the relationship was stronger for non­
commodity businesses versus commodity businesses.
Antecedents to Firm Market Orientation. If, in fact, 
firms with higher levels of market orientation are more 
successful than those with lower levels of market 
orientation, then it becomes important to identify and 
understand the factors that influence the market 
orientation of a firm. Kohli and Jaworski (1990) proposed 
a comprehensive framework of antecedents of a market 
orientation. Among the antecedents were three groups of
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factors: senior management factors, interdepartmental
dynamics, and organizational systems (see Figure 1.1).
Senior management factors. Webster (1988) indicated 
that managers strongly influence, via their words and 
actions, the expected market orientation of their 
organization. In addition, Slater and Narver (1994b) 
advised that top management leadership is essential in 
creating a market oriented culture. Consistent with 
Webster (1988) and Slater and Narver (1994b), Kohli and 
Jaworski (1990) identified five factors of senior 
management that affect firm market orientation: 
communication-action "gap" of top management, risk 
aversion of top management, upward mobility and education 
of top management, top management attitude toward change, 
and marketing managers' ability to win trust of non­
marketing managers. Horng and Chen (1998) found that top 
management marketing experience and education is 
positively related to market orientation. Jaworski and 
Kohli (1993), Bhuian (1998), and Horng and Chen (1998) 
found that the emphasis on market orientation afforded by 
top management while Jaworski and Kohli (1993) found that 
greater levels of risk taking by top management were 
positively related to firm market orientation. Horng and 
Chen (1998) found partial support for their hypothesis
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that top management's leadership style is related to firm 
market orientation.
Interdepartmental dynamics. Although Narver and 
Slater (1990) identified interfunctional coordination as 
an element in their definition of market orientation while 
Kohli and Jaworski (1990) and Hunt and Morgan (1995) did 
not, they each identified it as an important factor. 
Kohli and Jaworski (1990) expanded this concept and 
identified it as interdeparmental dynamics. This set of 
factors addresses the formal and informal interactions 
among organization departments. These include
interdepartmental conflict, interdepartmental
connectedness, and concern for ideas of other departments. 
Jaworski and Kohli (1993) and Bhuian (1998) found that 
interdepartmental conflict had a negative affect on market 
orientation and its intelligence dissemination and 
responsiveness components. On the other hand, they found 
that interdeparmental connectedness was positively related 
to market orientation, but exhibited inconsistent results 
regarding its market intelligence components.
Organizational systems. Organizational systems are 
comprised of the various dimensions encountered throughout 
an organization that might influence its level of market 
orientation. Addressed by these factors are the
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organizations' structure, rewards, and attitudes. Kohli 
and Jaworski (1990) identified these five organizational 
systems factors: departmentalization, formalization,
centralization, market-based reward systems, and 
acceptance of political behavior (mediated by 
interdepartmental conflict) .
Research on departmentalization's influence on market 
orientation is somewhat scarce. Jaworski and Kohli (1993) 
found no relationship between departmentalization and 
market orientation. In contrast, Barclay (1991) found a 
negative relationship between specialization, which is a 
result of departmentalization, and communication barriers, 
which are related to Jaworski and Kohli's (1993) 
intelligence dissemination and response design components 
of market orientation.
Previous research on formalization's influence on 
market orientation has produced conflicting results. 
Pelham and Wilson (1996) found a positive relationship 
between formalization and market orientation in year two 
of their longitudinal study, but not in year one. 
Jaworski and Kohli (1993) proposed a negative relationship 
with the intelligence generation, dissemination, and 
response design components of market orientation, but a 
positive relationship with response implementation.
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However, none of the relationships were statistically 
significant. Deshpand€ and Zaltman (1982) found a 
negative relationship with use of research information, a 
construct that is similar to Jaworski and Kohli's (1993) 
response design. Hult and Ferrell (1997) hypothesized a 
positive relationship, but found a negative relationship 
between formalization and information acquisition for the 
U.S. respondents in their international sample. Finally, 
Hult and Ferrell (1997) hypothesized a positive 
relationship, but found a negative relationship with 
information dissemination for the non-U.S. respondents in 
their international sample.
Previous research on the influence of centralization 
on firm market orientation has also yielded conflicting 
results. Jaworski and Kohli (1993) and Bhuian (1998) 
found a negative relationship between centralization and 
the intelligence generation and dissemination components 
of market orientation. In contrast, Hult and Ferrell 
(1997) proposed a positive relationship with the same 
components. They found a positive relationship with 
intelligence generation, but an insignificant relationship 
with intelligence dissemination. Both Jaworski and Kohli 
(1993) and Deshpand§ and Zaltman (1982) found a negative 
relationship between centralization and the response
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design component of market orientation. In addition, 
Jaworski and Kohli (1993) found a negative relationship 
with the response implementation component of market 
orientation. Bhuian (1998) examined only responsiveness 
as a whole, not its two components (design and 
implementation) ; consistent with the aforementioned 
studies, he found a negative relationship.
Finally, with regard to market-based reward systems, 
Jaworski and Kohli (1993) suggested that the strongest 
influence on market oriented behaviors is that of the 
reward system. In support of this proposition, Jaworski 
and Kohli (1993) and Ruekert (1992) found that an emphasis 
on market-based rewards is positively related to firm 
market orientation. However, Horng and Chen (1998) only 
found partial support and Bhuian (1998) found no support 
for this hypothesis.
With an expanded view of organizational systems, 
Ruekert (1992) found that emphasis on a market orientation 
during recruitment, selection, and training of new 
employees resulted in greater overall market orientation 
within a business unit.
Salesperson Customer Orientation
Definition of Customer Oriented Selling
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The marketing concept not only provides the 
foundation for firm market orientation, but it also 
provides the foundation for the concept of customer 
oriented selling. While firm market orientation is an 
outgrowth, of the marketing concept that is visible at the 
firm or SBU level, customer orientation is the 
implementation of the marketing concept at the individual 
salesperson level (Saxe and Weitz 1982). It is important 
to note that customer oriented selling is a distinctly 
different construct from the customer orientation 
component of market orientation which was proposed by 
Narver and Slater (1990). Narver and Slater (1990) used 
the term customer orientation to describe the focus or 
impetus for decision-making of an entire organization or 
SBU. In contrast, at the individual salesperson level, a 
customer orientation refers to specific selling behaviors. 
More specifically, salesperson customer orientation is the 
"degree to which salespeople practice the marketing 
concept by trying to help their customers make purchase 
decisions that will satisfy customer needs" (Saxe and 
Weitz 1982, p. 344).
A customer orientation represents a clear change from 
earlier sales methods that were based primarily on 
camaraderie and/or high pressure (Saxe and Weitz 1992).
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Salespeople who are highly customer oriented concentrate 
on long-term customer satisfaction. As a result, they are 
well aware of how their behaviors are received by their 
customers and of the importance of sometimes having to 
sacrifice immediate sales for the sake future profits 
(Saxe and Weitz 1982) . The degree of salesperson customer 
orientation varies on a continuum from high to low. 
Salespeople who are low in customer orientation are said 
to have a selling orientation. Selling-oriented
salespeople appear to be more short-term in their 
thinking. They focus primarily on achieving immediate 
sales rather than on the customer's ultimate needs.
Salespeople who are customer oriented can be 
identified by the following characteristics.
1. A desire to help customers make satisfactory 
purchase decisions.
2. Helping customers assess their needs.
3. Offering products that will satisfy those 
needs.
4. Describing products accurately.
5. Avoiding deceptive or manipulative influence 
tactics.
6. Avoiding the use of high pressure.
(Saxe and Weitz 1982, p. 344)
Originally, Saxe and Weitz (1982) included "adapting sales 
presentations to match customer interests" as one of the 
characteristics of customer oriented selling (p. 344) .
However, it was determined that both customer oriented and
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
44
selling-oriented salespeople might engage in adaptive 
selling behaviors. As a result, adapting behavior was not 
included in the domain of the definition of customer 
orientation.
While it is generally assumed that a customer 
orientation will result in long term relationships with 
customers, there are some costs associated with customer 
oriented selling (Saxe and Weitz 1982). In particular, 
there may be opportunity costs associated with sacrificing 
immediate sales for future profits and the amount of time 
salespeople spend gathering information on customer needs. 
Acknowledging this, Saxe and Weitz (1982) identified 
circumstances in which a customer oriented approach would 
be most advantageous.
1. The salesperson can offer a range of
alternatives and has the expertise to
determine which alternatives will satisfy
customer needs.
2. The salesperson's customers are typically
engaged in complex buying tasks.
3. The salesperson typically has a cooperative 
relationship with his or her customers.
4. Repeat sales and referrals are an important 
source of business for the salesperson.
(Saxe and Weitz 1982, p. 348)
Domain of Customer Orientation
Much of the emphasis for customer orientation 
research is placed on salespeople because of their
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boundary-spanning role between the organization and the 
customer. Salespeople “interact with customers and 
influence customer perception through their behavior as 
well as other factors, such as appearance and 
product/service knowledge" (Hoffman and Ingram 1992, p. 
68) . Quoting Kurtz, Dodge, and Klompmaker, Saxe and Weitz 
(1982) stressed the importance of salesperson behaviors 
within a market oriented firm. They indicated that market 
oriented firms must encourage salespeople to adopt a 
problem-solving approach in their relations with 
customers, otherwise they will have failed at being market 
oriented. In fact, it is commonly accepted that to some 
customers, the salesperson is the firm (Crosby, Evans, and 
Cowles 1990; Siguaw, Brown, and Widing 1994). In other 
words, “the behavior of salespeople personifies how the 
selling firm feels about its customers" (Williams and 
Attaway 1996, p. 34).
In 1982, Saxe and Weitz advanced research on customer 
orientation by developing the SOCO (Selling Orientation - 
Customer Orientation) scale. In developing the SOCO 
scale, Saxe and Weitz (1982) conducted interviews with 
sales managers and salespeople. In addition, two samples 
of salespeople were used in developing and assessing the 
properties of the 24-item SOCO scale.
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Saxe and Weitz (1982) advised that the SOCO scale 
should be tested "across a wide range of salespeople 
engaged in different sales situations" (p. 351) .
Subsequently, although originally designed as a measure of 
the customer orientation of salespeople involved in 
industrial sales, SOCO has since been extended and 
modified to fit a variety of settings. For example, SOCO 
has exhibited adequate psychometric properties when used 
to measure industrial buyers' perceptions of the customer 
orientation of salespeople (Michaels and Day 1985; 
Tadepalli 1995), real-estate purchasers' perceptions of 
the customer orientation of real-estate brokers and real- 
estate brokers' perception of their own customer 
orientation (Dunlap, Dotson, and Chambers 1988), the 
customer orientation of advertising salespeople (O'Hara, 
Boles, and Johnston 1991), customers' perceptions of 
retail salespeople's customer orientation (Brown, Widing, 
and Coulter 1991), the customer orientation of customer 
contact employees in banks (Kelley 1992), home healthcare 
representatives (Hoffman and Ingram 1992), insurance 
agents (Howe, Hoffman, and Hardigree 1994), customers' 
perceptions of the customer orientation of new car 
salespeople (Goff, Boles, Bellenger, and Stojack 1997), 
and SBU's perceptions of the customer orientation of their
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purchasing representative (Hult and Ferrell 1997) . 
Selected research addressing the development and
modifications of SOCO is discussed in the following 
section.
Theoretical and Empirical 
Research on Salesperson 
Customer Orientation
Consequences of Salesperson Cuatamsr Orientation.
Consequences of salesperson customer orientation have been 
explored at the customer, organizational, and individual 
salesperson level. At the customer level, salesperson
customer orientation has been positively related to 
buyers' intentions of continued development of the buyer- 
seller relationship (Williams and Attaway 1996) and 
customer satisfaction (Goff, Boles, Bellenger, and Stojack 
1997). At the organizational level, salesperson customer 
orientation has been positively related to sales unit 
effectiveness as proxied by profitability and sales 
managers' evaluation of the salesperson (Baldauf and 
Cravens 1999) and overall performance (Saxe and Weitz 
1982; Swenson and Herche 1994) . At the individual
salesperson level, Siguaw, Brown, and Widing (1994)
hypothesized that salesperson customer orientation is 
related positively to job satisfaction and organizational
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commitment, and negatively to role conflict and role 
ambiguity. While these hypotheses were not supported by 
Siguaw, Brown, and Widing (1994), their study was 
replicated by Mengtt? (1996) and he found support for these 
hypotheses. Additionally, Howe, Hoffman, and Hardigree 
(1994) found a positive relationship between customer 
orientation and ethical behavior.
Antecedents of Salesperson 
Customer Orientation
Antecedents of salesperson customer orientation have 
been considered at both the organizational and individual 
level. At the organizational level, supportive
organizational cultures, as opposed to bureaucratic 
cultures, (Williams and Attaway 1996) and organizational 
climates focused on service (Kelley 1992) have been 
positively related to salesperson customer orientation. 
In addition, ethics training and salesperson perceptions 
of the ethicalness of the industry positively influenced 
salesperson customer orientation (Honeycutt, Siguaw, and 
Hunt 1995) . Of particular interest to the current study, 
Siguaw, Brown, and Widing (1994) found that the level or 
market orientation within a firm is positively related to 
the customer orientation of its salespeople. In support 
of this finding, Hult and Ferrell (1997) found that
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information acquisition and dissemination, two components 
of market orientation (Kohli and Jaworski 1990), are 
positively related to customer orientation. At the 
individual level, organizational commitment (Kelley 1992; 
O'Hara, Boles, and Johnston 1991), motivational direction 
and effort (Kelley 1992), job tenure (O'Hara, Boles, and 
Johnston 1991), employee-manager relationship (O'Hara, 
Boles, and Johnston 1991), gender (O'Hara, Boles, and 
Johnston 1991), job involvement (O'Hara, Boles, and 
Johnston 1991) , and job satisfaction (Hoffman and Ingram 
1992) have been positively related to customer 
orientation.
Research of particular relevance to this study is 
discussed in the following section. Research by O'Hara, 
Boles, and Johnston(1991) is presented first.
O'Hara. Boles, and Johnston (1991). O'Hara, Boles, 
and Johnston (1991) sought to fill a gap in the customer 
orientation literature by investigating the personal-level 
characteristics that might influence a salesperson's 
customer orientation. In particular, they examined the 
effects of job tenure, supervisor/employee relations, job 
involvement, organizational commitment, and gender on 
salesperson customer orientation. Responses were obtained
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from two samples of salespeople. The first sample
.. - ;■ " - * 
consisted of a salesforce for a medium-sized advertising
firm. These salespeople were classified as "industrial
salespeople" using Moncrief's (1986) typology of selling
tasks. Of the 104 respondents (73% response rate), 38
were female and 66 were male. The second sample consisted
of industrial product salespeople. They were classified
as "missionary salespeople" using Moncrief's (1986)
typology of selling tasks. Of the 96 respondents (48%
response rate), 5 were female and 91 were male.
Regression was employed to test the proposed 
relationships. The two samples yielded significantly 
different results. The advertising sales sample is 
discussed first. The R2 for the advertising sales sample 
regression was .23 which is quite low when compared to the 
industrial sales sample (.70). Consequently, it is not 
surprising that only two of the antecedent variables were 
significantly related to customer orientation for the 
advertising sample. Both organizational commitment and 
gender had a positive relationship with customer 
orientation. In fact, it was found that females have 
higher customer orientations than males.
With regard to the industrial sales sample, three of 
the antecedent variables were positively related to
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customer orientation. In particular, both
supervisor/employee relations and organizational
commitment were positively related to customer 
orientation, while job tenure was negatively related. The 
insignificant result of gender for the industrial sales 
group may be due to the small number of females in the 
sample. It should be noted that job involvement was not 
related to customer orientation for either of the samples.
As a result of these findings, O'Hara, Boles, and 
Johnston (1991) identified several factors that might 
influence customer oriented selling.
1) the nature of the product or service, as 
demonstrated by the two samples in the study.
2) the job itself, as demonstrated by the two 
types of jobs described in the study.
3) some combination of the two.
(O'Hara, Boles, and Johnston 1991, p. 65)
Kelley (1992) . Kelly (1992) considered both
organizational and individual factors in his investigation 
of antecedents to customer orientation. He identified 
organizational climate for service, motivational 
direction, motivational effort, and organizational 
commitment. Organizational climate for service is the 
employee's perception that "the organization places 
importance on service delivery and service-related issues* 
(Kelley 1992, p. 29). Motivational effort is related to
. .. ~  f .
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"the amount of effort an individual exerts during the 
performance of a task" (Kelley 1992, p. 29) . Motivational 
direction addresses the appropriateness of the tasks the 
employee performs.
Questionnaires were administered in person to all 
customer-contact employees of a bank. These included 
branch managers, assistant branch managers, loan officers, 
customer service representatives, and tellers. Two- 
hundred and forty-nine questionnaires were returned for a 
100% response rate. Structural equation modeling was used 
to analyze the hypothesized relationships. Kelley (1992) 
found that the organizational climate for service, 
motivational direction and organizational commitment were 
positively related to customer orientation, while 
motivational effort was not.
Williams and Attawav (1996) . Williams and Attaway
(1996) examined the influence of the organizational 
culture of both the selling and buying firm on the 
continued development of the buyer/seller relationship. 
Customer orientation was conceptualized as a mediator of 
that relationship. Pour variables were investigated in 
this study: seller's organizational culture, buyer's
organizational culture, seller's customer orientation, and
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development of the buyer seller relationship. All 
variables were measured based on the buyer's perception. 
The buyer and sellers' organizational cultures were 
classified as either bureaucratic or supportive. 
Bureaucratic cultures are “rule intensive, non-innovative, 
non-cooperative, and slow to change" (Williams and Attaway 
1996, p. 36) . Supportive cultures empower employees and 
are “innovative, cooperative, and adaptive" (Williams and 
Attaway 1996, p. 36) . Development of the buyer seller 
relationship represents the intention of the buyer to 
continue purchasing from the selling firm.
One hundred and fifty-three business-to-business 
buyers (75.4%) responded to the questionnaires that were 
delivered to the buyer in person and retrieved from the 
buyer in person five days later. Each buyer was given 
four copies of the questionnaire. They were requested to 
identify three salespeople whom they had recently had 
contact with, and respond to three of the questionnaires 
with one salesperson in mind for each. The fourth 
questionnaire was designated for assessing the buyer's 
organizational culture. Using this methodology, there 
were three responses for every buyer, resulting in 459 
“dyads".
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in organizations is determined largely by the way in which 
their activities are measured and rewarded" (p. 8) . Both 
Vroom's (1964) theory and Anderson and Chambers' (1985) 
model acknowledges the idea that the method in which an
organization rewards its employees can impact both
employee inputs and subsequently outcomes.
The basic purpose of a control system is to influence 
the behavior and activities of employees (Jaworski, 
Stathakopoulos, and Krishnan 1993). Under ideal
conditions, a control system is designed such that 
employees' "motivational process is directed toward 
enhancing the welfare of both the company (e.g. profit) 
and the salespeople (utility)" (Krafft 1999, p. 121). A
firm's control system includes its methods of
compensating, monitoring, directing, and evaluating 
employees (Anderson and Oliver 1987). Two opposing 
philosophies that comprise the salesforce control systems 
research are behavior-based and outcome-based control. 
These two philosophies are discussed next, followed by a 
discussion of the three dominant salesforce control
theories: Organizational Theory, Agency Theory, and
%
Transaction Cost Analysis.
Behavior-based and
Outcome-based
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Control Systems
Behavior- and outcome-based control represent two 
opposing philosophies of how control systems might be 
designed. Simply stated, behavior-based control relies on 
the "visible hand of management" to control employee 
behavior, whereas outcome-based control relies on the 
"invisible hand of the marketplace" to guide employee 
actions (Anderson and Oliver 1987, 76-77). Table 2.1
presents a continuum in which behavior-based control 
represents one end and outcome-based control represents 
the other. These individual philosophies are subsequently 
discussed in greater detail.
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TABLE 2.1 
SALESFORCE CONTROL PHILOSOPHIES
<4~seiavior-bases ► Outcome Based
considerable monitoring little monitoring
high levels of managerial little managerial direction
direction
subjective and complex evaluation objective measures of outcomes
Adopted from Krafft (1999) .
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A behavior-based control system is one in which 
managers take active roles in monitoring and directing 
employees (Anderson and Oliver 1987). Employees are 
generally evaluated and rewarded on input factors such as 
their aptitude and ability, sales activities performed, 
and their sales strategies. A behavior-based control 
system is more complex for managers to employ than an 
outcome-based control system is because these factors are 
often, though not always, based on managers' own, 
subjective assessments of employee actions (Anderson and 
Oliver 1987).
A behavior-based control system is generally
associated with a fixed compensation plan (salary or 
hourly wage). The basic philosophy is that although fixed 
compensation plans increase the risk for the firm, they 
allow managers more control over employees' behaviors. The 
advantages and disadvantages of offering fixed
compensation are similar to those of a behavior-based 
control system. These are discussed next.
Because under a behavior-based control system
employees are evaluated based on their behaviors rather
than on actual outcomes, the firm assumes most of the 
risk. As a result, employees are expected to be more 
willing to comply with managers' directions because they
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will not be affected by the outcome of the directions 
(Anderson and Oliver 1987) . This is suggested as one of 
the advantages of a behavior-based control system. In 
other words, managers can dictate that employees focus on 
activities the managers deem are appropriate. For example 
a firm might direct employees to focus on long-term rather 
than immediate goals. Likewise Basu et al. (1985) stated 
that if management desires to motivate salespeople to 
focus on long-term objectives, the best method is by 
designing a straight salary-based compensation method.
Another advantage of a behavior-based system is that 
employees are not rewarded or penalized for factors 
outside of their control. In other words, employees have 
more control over their performance evaluations because 
they are being evaluated based on their behaviors, not 
outcomes that might be affected by extraneous factors such 
as the economy (Hartline and Ferrell 1996). A consequence 
of this is that security-oriented salespeople are often 
attracted to firms with a behavior-based control system 
(Basu et al. 1985) . A related idea is that behavior-based 
control systems are appropriate when it is difficult to 
determine the extent of the salesperson's impact on sales 
(Basu et al. 1985) . For example, if team selling is 
common or if advertising is used to pre-sell products, it
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is sometimes difficult to separate out the salesperson's 
role.
A disadvantage of a behavior-based system is that it 
requires managers to use their own subjective judgments in 
evaluating employees. Unfortunately, subjective judgments 
are sometimes exposed to bias because of ignorance and/or 
halo effects (Anderson and Oliver 1987). Additionally, 
some argue that behavior-based systems do not adequately 
motivate employees to achieve sales-related objectives or 
excel in any particular aspect of the job (Baker, Jensen, 
and Murphy 1988; Basu, Lai, Srinivasan, and Staelin 1985; 
Coughlan and Sen 1989; Lawler 1971). The advantages and 
disadvantages of behavior-based control systems are 
presented in Table 2.2.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
61
TABLE 2.2
ADVANTAGES AND DISADVANTAGES OP 
BEHAVIOR-BASED CONTROL SYSTEMS
Advantages Disadvantages
♦ Greater firm control 
over employee behavior
• Behaviors are sometimes 
unobservable or 
difficult to prescribe 
and therefore difficult 
to monitor
• Managers can dictate 
appropriate employee 
activities
• Managers must rely on 
subjective judgments of 
employee performance
♦ Employees are not 
rewarded or penalized 
for factors outside of 
their control
• Increased risk for the 
firm
• Employees are not 
motivated toward 
achieving sales-related 
goals
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On the other hand, an outcome-based control system is 
one in which managers take an uninvolved role in directing 
the behaviors of employees. Under this type of system, 
employees are evaluated and rewarded on outcomes. 
Typically these outcomes are objective measures which 
facilitate the managers' evaluation and reward tasks, such 
as sales volume, profit, or percent of quota (Anderson and 
Oliver 1987).
At the opposite end of a behavior-based control 
system, an outcome-based control system is generally 
associated with a variable compensation plan such as 
straight commission. Like a behavior-based control 
system, many of the advantages and disadvantages of a 
variable compensation plan are shared by outcome-based 
control systems.
An outcome-based system avoids the subjectivity of 
the behavior-based system by enabling managers to rely on 
objective measures of performance such as sales volume. 
Outcome-based control systems are based on the notion that 
employee behaviors are sometimes difficult to monitor. 
Difficulties in monitoring behavior might be due to a 
scarcity of information systems or managerial- level 
employees, or it may be an artifact of the job itself, 
such as an outside-sales position. Consequently, an
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outcome-based control system is necessary (Anderson and 
Oliver 1987).
Moreover, employees generally perceive this to be a 
fair method of evaluation and reward (as long as territory 
differences are taken into account) because it offers a 
natural system of rewarding good performers and not poor 
performers. Another factor contributing to the perception 
of fairness is that outcome-based control system measures 
are often easy to compute, administer and understand (Basu 
et al. 1985) .
Another advantage of an outcome-based control system 
is that rather than focusing on behaviors that are often 
unobservable, the manager can focus on outcomes (Anderson 
and Oliver 1987) . By dictating the expected outcomes, the 
manager cam direct am employee to a particular end even 
though the mamager has less control over the means by 
which the end is achieved. This is a significant 
advemtage because in some jobs the particular behaviors 
that result in success are not easily prescribed. For 
example, research has yet to identify the exact behaviors 
amd personality characteristics that make some salespeople 
more successful than others (Anderson amd Oliver 1987). 
In other words, there is more than one way to achieve the 
same goal. Outcome-based control allows the mamager to
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supervise the goal rather than dictate the means to 
achieve it. One common goal is to motivate salespeople to 
expend more effort on more profitable products or 
customers; this might be accomplished by basing evaluation 
and reward on measures of sales or customer profitability 
(Basu et al. 1985).
Another advantage of an outcome-based control system 
is that it can be a motivating force. In fact, Basu et 
al. (1985) suggested "it tends to be the most effective 
motivator in a selling situation because there is a direct 
link between sales performance and financial rewards" (p. 
269-270). Because it is generally assumed that outcomes 
vary directly with effort, employees may be motivated to 
increase their level of effort in the hopes of ultimately 
increasing their rewards (Anderson and Oliver 1987).
A final advantage of an outcome-based system is that 
it represents a variable cost for the organization. If 
the employee's output decreases, so does his or her 
compensation. As a result, the organization transfers 
some of its risk to the employee. While there are a 
number of advantages to an outcome-based control system, 
there are also some disadvantages.
One disadvantage of an outcome-based control system 
is that because employees are allowed the freedom to
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
65
select their own behavior strategy, they may suffer from a 
lack of direction or role stress (Anderson and Oliver 
1987; Jaworski and Maclnnis 1989).
Additionally, they may elect a strategy that is 
effective for the employee, but harmful to the 
organization. For example, a salesperson may neglect 
selling to smaller accounts because they cannot purchase 
in large volume. Another disadvantage is that outcome- 
based control strategies tend to focus the employee's
attention on immediate rather than long-term goals
(Anderson and Oliver 1987) . For example, a salesperson 
may engage in high-pressure sales tactics to increase his 
or her immediate sales, which might result in dissatisfied 
customers in the future. In addition, salespeople are not 
motivated to "engage in activities, such as market
analysis, new accounts, and administrative duties that are 
not directly linked to sales" (Basu et al. 1985, p. 270).
A final factor to note regarding outcome-based
control systems is that salespeople's earnings are often 
unstable and difficult to predict, consequently it seems 
to be most appropriate when outside factors have little 
impact on the selling activity and the salesperson has a 
good level of control over the selling activity. A
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summary of the advantages and disadvantages of outcome 
based control systems is presented in Table 2.3.
TABLE 2.3
ADVANTAGES AND DISADVANTAGES OF 
OUTCOME-BASED CONTROL SYSTEMS
Advantages Disadvantages
• Risk is transferred from 
the firm to the employee
• Little control over 
employee behaviors
♦ Managers can rely on 
objective measures of 
employee performance
• Employees may behave in 
a manner harmful to the 
organization
• Employees are motivated 
to achieve sales-related 
goals
• Employees may focus on 
short-term rather than 
long-term goals
• Managers do not have to 
be concerned with 
monitoring unobservable 
or difficult to 
prescribe behaviors
» The freedom afforded to 
the employee may result 
in role stress
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As presented in this discussion behavior- and 
outcome-based control systems represent extremes (Anderson 
and Oliver 1987). In reality, however, organizations 
typically combine elements from both control philosophies 
when designing their organizational control system (Oliver 
and Anderson 1995). The following sections address three 
theories of control systems. These theories are offered 
as guides to managers when designing a firm's control 
system.
Organizational theory, agency theory, and transaction 
cost analysis, focus on what is referred to in the control 
literature as the employee control problem or the agency 
problem. Simply because an employee participates in his or 
her job, that does not mean that he or she contributes to 
the organization in a positive manner. Moreover, 
conceivably, employees and employers may not have the same 
goals (Deckop, Mangel, and Cirka 1999). For this reason, 
employees may not always perform their j obs in a manner 
that is acceptable to the employer. In an effort to 
mitigate the employee control problem, organizations 
design control systems. Three popular approaches to guide 
the design of control systems are organizational theory, 
agency theory, and transaction cost analysis. All three 
theories are based on the premise that employee behaviors
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are "encouraged or discouraged by systems that monitor 
behavioral processes versus those that measure outcomes" 
(Anderson and Oliver 1987, p. 79) . These theories follow 
differing sets of assumptions and consider somewhat 
different variables. Yet, because each approach
emphasizes different aspects of the control problem, they 
are not entirely contradictory (Eisenhardt 1985).
Organizational Theory
Organizational theory defines a control system as a 
"process of monitoring something, comparing it with some 
standard, and then providing selective rewards and 
adjustments" (Ouchi 1977, p. 97) . There are two key 
methods of monitoring employee behavior according to the 
organizational approach to control. Employee behavior may 
be monitored via performance evaluations and/or social 
controls. Performance evaluation involves systematically 
measuring and rewarding behavior, whereas, social control 
involves minimizing differences in goals between the 
organization and the employee through socialization 
methods. The performance evaluation method is most 
relevant to this dissertation because of its focus on 
systematic measurement and rewards.
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Ouchi (1977) identified two information 
characteristics or conditions that are central to 
organization theory. The decision to implement behavior- 
or outcome-based control should depend upon the 
organization's 1) understanding of means-ends 
relationships, or task programmability, and 2) ability to 
measure outcomes (Eisenhardt 1985). In order to implement 
behavior-based control, managers in an organization must 
agree on the behaviors necessary to obtain particular 
outcomes. In other words, they must understand the means- 
ends relationships of the position in question. This is 
also referred to as task progr ammab i 1 i ty. The more 
programmable the task, the more precisely behaviors can be 
defined and measured. Conversely, it is not necessary to 
understand the relationships that behaviors have to 
outcomes in order to implement outcome-based control. 
Instead, it is necessary to have a reliable and valid 
method of measuring outcomes (Ouchi 1977) . If a firm does 
not have the ability to measure individual employee 
outcomes, then outcome-based control should not be used. 
Based on these criteria, Ouchi (1977) developed the model 
depicted in Table 2.4 as a guide for determining the 
appropriate control strategy for an organization.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
TABLE 2 .4
CONTROL TYPES AND THEIR ANTECEDENT 
CONDITIONS - OUCHI (1977)
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Agency Theory
In contrast to organizational theory, agency theory 
focuses on the employee or agent contract. The goal, 
according to agency theory, is to design the optimal 
contract for services provided by the employee or agent. 
In other words, firms must identify the measurement and 
reward systems that will produce the desired outcomes and 
specify these in the focal contract. Bartol (1999) 
suggests that one of the appeals of agency theory is that 
it "considers the need to balance greater risk with 
greater rewards" (p. 2).
Contracts can arise between two or more parties. In 
a contractual relationship, at least one party functions 
as an agent who is contracted by another party identified 
as the principal. For example, agency relationships take 
place between employees (agent) and employers (principal), 
independent contractors such as advertising agencies 
(agent) and their clients (principal), as well as many 
other entities. In essence, countless agency
relationships can be found within the business 
environment.
Agency theory is based on three assumptions. First, 
the outcomes of contracts are uncertain. Second, the
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agent is risk averse. Third, the principal and the agent 
have divergent goals (Eisenhardt 1985). Based on these 
assumptions, Eisenhardt (1985) describes two cases that 
explain the basic nature of agency theory. The first case 
is one in which there is complete information shared 
between the principal and agent. The second case is one 
in which the agent information that he/she is does not 
share with the principal, this is known as information 
asymmetry. Eisenhardt (1985) describes these two cases 
below:
When the behavior of the agent is observed, a 
behavior-based contract is optimal because the 
agent's behaviors are the purchased commodity.
This is the simple case of complete information.
Both parties, the principal and agent, know what 
the agent has done. The second case is
incomplete information. The agent is aware of 
his/her behaviors, but the principal is not. A 
dilemma arises because the principal cannot
determine if the agent has behaved
appropriately. If the principal rewards the 
agent based upon the agreed job behaviors, but 
without confirmation of those behaviors by the 
principal, the agent may shirk. The agent 
cannot be relied upon to perform as agreed (p.
136) .
In the second case, the principal has the option of 
either purchasing information about the agent's behaviors 
or rewarding the agent based on outcomes. There are 
merits and demerits to both options. The principal may 
purchase information by purchasing surveillance mechanisms
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
73
such as accounting systems or additional managerial 
employees. Selecting this option may be quite costly. In 
contrast, if the principal chooses to reward the agent 
based on outcomes, he or she runs the risk of penalizing 
or rewarding the employee for outcomes that are not the 
direct result of the employee's efforts. Moreover, some 
factors that impact outcomes may be out of the employee's 
control (Eisenhardt 1985). As a result, the organization 
shifts risk to the agent, who is assumed to be risk- 
averse .
Transaction Cost
Analysis
Transaction cost analysis attempts to identify the 
most cost-effective solution for contracting (Krafft 
1999). Some have proposed that transaction cost analysis 
is similar to a make or buy framework. The question here 
is whether the firm should employ or integrate the 
employee within the firm or contract with the employee for 
his or her services outside the firm. Although behavior- 
and outcome-based control does not relate directly to this 
question, many have suggested that employing or 
integrating the employee is roughly similar to a behavior- 
based philosophy while contracting is similar to an 
outcome-based philosophy (Krafft 1999) .
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Transaction cost analysis suggests that the decision 
to use behavior- versus outcome-control depends upon three 
focal criteria, including 1) level of transaction-specific 
assets required to sell a firm's products, 2) level of 
uncertainty in the environment, 3) frequency of 
transactions (Krafft 1999). Transaction-specific assets 
are those that are unique to that particular firm, they 
generally require specialized training to acquire and/or 
may develop over time. For example, product knowledge 
about rare product that requires a two-month training 
program may be a transaction-specific asset as well as 
strong customer relationships developed over many years. 
The ability to easily and inexpensively replace an 
employee diminishes as that employee's transaction- 
specific assets grow. According to transaction cost 
analysis, if transaction specific assets are required to 
sell a firm's products, that firm should use behavior- 
based contracting methods (Krafft 1999). High uncertainty 
in and of itself does not suggest a particular control 
system, but in combination with transaction-specific 
assets, transaction cost analysis suggests integrating the 
employee into the firm (behavior-based) . Moreover, in 
situations in which the transactions occur frequently, 
.transaction cost analysis suggests relying on integrating
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the employee into the firm. However, if these conditions 
are not evident and the firm is capable of measuring the 
employee's output, then market contracting (outcome-based) 
should be employed.
Comparison of Control 
Theories
Organizational theory, agency theory, and transaction 
cost analysis possess some similarities as well as 
differences. Table 2.5 identifies the important variables 
for each theory and suggests the control system 
recommended under conditions in which the particular 
variable is evident. The table helps to clarify the 
differences and similarities of these theories.
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TABLE 2.5
DIFFERENCES BETWEEN CONTROL THEORIES 
KRAFFT (1999)
Factors Influencing 
Selection of Control 
System
Org.
Theory
Agency
Theory TCA
Environmental Variables
Uncertainty of the 
environment
Behavior
Company Variables
Size of the sales force Outcome Behavior
Management's willingness 
to assume risk
Behavior
Measurability of outcome Outcome Outcome 
, —
Outcome
Measurability of 
behavior
Behavior
Knowledge of 
transformation process
Behavior
Employee variables
Transaction specificity Behavior
Risk aversion Behavior
Effectiveness of selling 
effort
Outcome
Minimum utility 
requirement
Behavior
Interaction Effect
Uncertainty x 
transaction specificity
Behavior
Key:
Org. Theory = Organizational Theory 
TCA = Transaction Cost Analysis
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Orientation of the
Control System
To this point, this discussion has focused on control 
systems and their structure. Yet another perspective 
addresses the orientation of the reward system. Previous 
research on control systems for managers in market- 
oriented firms has focused on the orientation of the 
control system. Kohli and Jaworski (1990) suggest that 
reward systems may be classified as having a market-based 
orientation or a non-market based orientation. Market- 
based reward systems are those that "emphasize customer 
service and market oriented behavior as bases for 
administering rewards" (Jaworski and Kohli 1993, p. 56- 
57) . Kohli and Jaworski (1990) suggest that the 
orientation of the reward system communicates the 
priorities of the organization and consequently, directly 
influences employee behaviors. Their conceptualization 
does not stipulate whether the reward system must be 
behavior- vs. outcome-based based, instead it stipulates 
that regardless of the structure, it should be based on 
factors that are most important to the organization.
One advantage of this type of system is that it 
focuses efforts toward a common organizational goal 
(Menon, Jaworski, and Kohli 1997). For example, Kohli and
J  .
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Jaworski (1990) advise that an organization seeking to be 
market oriented should enact a market-based reward system. 
Although initially focusing primarily on compensation, 
Kohli and Jaworski (1990) expanded their definition of 
rewards to include appreciation, recognition, and approval 
in order to identify more companies as having market-based 
reward systems.
In summary, organizational and agency theory and 
transaction cost analysis have each contributed a great 
deal to the understanding of control in organizations. 
However, Kohli and Jaworski (1990) suggest that not only 
does the structure of a control system affect employee 
behavior, but also the orientation of the control system 
might affect employee behavior as well. The next section 
addresses theoretical and empirical research on reward 
systems and is followed by a discussion of studies with 
particular relevance to this dissertation.
Theoretical and Empirical 
Research on Control
Systems
Consequences Of Reward Systems. Consequences of
control systems have been explored at the organizational 
and employee levels. Moreover, researchers have focused 
on various components of organizational control systems.
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Organizational level. At the organizational level,
organizational performance, market orientation, and market
orientation's informational components have received 
attention. Research examining the influence that control 
systems have on organizational performance has rendered 
conflicting results. For example, Banker et al. (1996)
found that an outcome-based performance system was 
positively related to company sales, company profits, and 
customer satisfaction while Cravens et al. (1993) found 
that a behavior-based system was directly related to 
customer satisfaction and indirectly related to financial 
effectiveness. However, it is possible that the
conflicting results are due to differences in their 
designs. Cravens et al. (1993) surveyed sales managers in 
various firms while Banker et al. (1996) surveyed retail 
salespeople in an intensely competitive, upscale market. 
Additionally, Banker et al. (1996) used a longitudinal 
design whereas Cravens et al. (1993) used a cross- 
sectional design.
Research examining the impact of control systems on 
firm market orientation has primarily focused on the 
orientation of the reward system. Market-based reward 
systems have been positively related to market orientation 
(Jaworski and Kohli 1993; Ruekert 1992). Additionally,
r
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market-based reward systems have been, positively related 
to the information components of market orientation, 
intelligence generation (Jaworski and Kohli 1993; Ruekert
1992), intelligence dissemination (Jaworski and Kohli
1993), response design (Jaworski and Kohli 1993; Ruekert
1992) , and response implementation (Homg and Chen 1998; 
Jaworski and Kohli 1993; Ruekert 1992).
Employee level. At the employee level, control 
systems research has examined employee performance, 
employee perceptions and attitudes, and employee 
motivation. Employee performance includes outcomes and 
selling behaviors. Oliver and Anderson (1994) found that 
the more a control system is behavior-based, the higher 
the salesperson's self-rank of performance, sales expense 
control, and sales presentation planning. Additionally, 
behavior-based control has been positively related to 
salesperson outcome-performance (Grant and Cravens 1996) 
and behavioral performance (Cravens et al. 1993; Grant and 
Cravens 1996). Behavior-based control systems have also 
been positively related to sales expertise/competence 
(Oliver and Anderson 1994) , working smarter (Oliver and 
Anderson 1994), and non-selling behaviors (Cravens et al.
1993) .
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Control systems have also been found to influence 
employee perceptions and attitudes. In particular, 
research has found that a salesperson's reaction to a 
behavior-based compensation plan is positively related to 
perceptions of organizational support (Babakus et al. 
1996), perceptions of organizational culture (Oliver and 
Anderson 1994), and perceptions that the organization uses 
pay as a mechanism of control (Oliver and Anderson 1994) . 
Additionally, a behavior-based control system is 
positively related to salesperson organizational 
commitment, job satisfaction, acceptance of 
authority/direction, acceptance of cooperation as a part 
of a sales team, acceptance of performance reviews (Oliver 
and Anderson 1994) .
Research examining the influence of the control 
system on salesperson motivation has focused on 
intrinsically- versus extrinsically-motivated salespeople. 
A behavior-based control system has been positively 
related to intrinsic orientation (Lee 1998) and motivation 
directed at the employer's interest rather than self- 
interest (Oliver and Anderson 1994) and negatively related 
to extrinsic orientation (Oliver and Anderson 1994) . In 
addition, the extent of monitoring and direction by sales 
managers is positively related to a salesperson's
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intrinsic motivation and recognition motivation (Cravens 
et al. 1993) . An outcome-based control system was deemed 
more effective for extrinsically-oriented salespeople (Lee 
1998) .
Antecedents to Control Systems. Many organizational 
and task characteristics have been considered as 
antecedents to organizational control systems. Research 
indicates that an emphasis on selling as opposed to 
service (John and Weitz 1989) , the age of the organization 
(Eisenhardt 1985), the resources available to salespeople 
(John and Weitz 1989), and the size of an organization's 
salesforce (John and Weitz 1989) are negatively related to 
the use of salary compensation. On the other hand, the 
level of difficulty in replacing sales representatives is 
positively related to the use of salary compensation (John 
and Weitz 1989) .
Characteristics of the employee's task have also been 
addressed in relation to the organizations reward system. 
Consistent with theory, researchers have found that the 
programmability of the task is positively related to the 
use of behavior-based control (Eisenhardt 1985; Ouchi and 
Maguire 1975) and negatively related to the use of 
outcome-based measures of control (Ouchi 1977) . John and
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Weitz (1989) offered some support for theory with their 
finding that the level of difficulty of assessing a 
salesperson's inputs was negatively related to salary 
compensation. In addition, Eisenhardt (1985) offered 
empirical support for the notion that difficulty in 
assessing outputs is positively related to the use of 
salaries, however John and Weitz (1989) found 
contradictory results. Finally, the level of outcome 
uncertainty has been positively related to behavior-based 
control (Eisenhardt 1985) .
Research of particular relevance to this dissertation 
is discussed in the following section. Research by Oliver 
and Anderson (1994; 1995)is presented first.
Oliver and Anderson (1994: 1995). Oliver and
Anderson (1994) approached reward systems from an agency 
theory perspective based on the prior work of Anderson and 
Oliver (1987). They advised that organizations must 
convey clear signals regarding their expectations to 
salespeople. This is accomplished through a completely 
homogeneous control system, which includes compensating, 
monitoring, directing, and evaluating salespeople. Based 
on this philosophy, organizations should offer either 
entirely behavior- or outcome-based control systems
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because any mixture of the two types of control systems 
might send inconsistent messages to the salesforce. 
Oliver and Anderson (1994) advise that the organization's 
control system affects salespeople's attitudes, behavior, 
and performance. In addition, the organization's control
system influences salespeople's perceptions about the
organization as a whole (Oliver and Anderson 1994).
Oliver and Anderson (1994) gathered information from 
347 (72% response rate) manufacturers' representatives in
the electronics industry. They examined the influence of 
the organization's salesforce control system on
salespeople's attitudes, behavior, performance, and 
perceptions of the organization.
Oliver and Anderson (1994) found that the more a 
control system is behavior based, the more positively it 
influences salesperson organizational commitment, job 
satisfaction, acceptance of authority/direction, 
acceptance of cooperation as a part of a sales team, and 
acceptance of performance reviews. They also found that a 
behavior-based control system was positively related to 
working smarter, but did not influence the salesperson's 
planning, call activity or selling techniques.
Additionally, a behavior-based control system was
positively related to a salesperson's sales
U ?  - .
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expertise/competence, but not his or her product- or 
company-specific knowledge.
Regarding salesperson motivation, behavior-based 
control was negatively related to extrinsic motivation and 
positively related to motivation directed at the 
employer's interest rather than self-interest. Oliver and 
Anderson (1994) also found that a behavior-based control 
system is positively related to the salesperson's self- 
rank of performance, sales expense control, and sales 
presentation planning, but not scale performance, 
sales/profit goals, and information gathering.
Oliver and Anderson (1994) also explored the 
influence that the organization's control system had on 
salesperson perceptions of the organization. They found 
that behavior-based control systems were positively 
related to salesperson's perceptions of their 
organization's having an innovative and supportive 
organizational culture and negatively related to 
salesperson's perception of the organization using pay as 
a control mechanism.
In summary, Oliver and Anderson's (1994) strongest 
findings were that the salesforce control system 
influences salesperson capabilities, affects and 
attitudes, motivation, and perceptions of the
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organization. The influence of the control system on 
salesperson behaviors and performance were rather 
inconclusive.
Oliver and Anderson (1995) differed from Oliver and 
Anderson (1994) in its interpretation of organizational 
control systems. Oliver and Anderson (1994) offered a 
normative assessment of organizational control systems. 
Oliver and Anderson's (1994) modest results lead Oliver 
and Anderson (1995) to suggest that organizations might be 
"violating Oliver and Anderson's (1994) normative 
prescriptions" (p. 3) . Instead, they might actually be
using opposing strategies simultaneously. Thus, rather 
than insisting that the organization's control system be 
entirely behavior- or outcome-based, Oliver and Anderson 
(1995) acknowledge that the actual control system might be 
a hybrid, or a mix, of the two types of systems. In other 
words, they argued that it might be possible to capitalize 
on the benefits of each system without sending conflicting 
messages to the salesforce.
Based on the same sample identified in Oliver and 
Anderson (1994), Oliver and Anderson (1995) found evidence 
of three dominant control systems being utilized by their 
sample. The first group (BC1) exhibited all of the 
characteristics of a behavior-based system except these
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respondents reportedly relied less on paperwork and call- 
related inputs than was theoretically expected. The 
second group (BC2) exhibited some of the behavior-based 
characteristics with the exception of an above average 
reliance on outcome evaluation methods. The third group 
(OC) exhibited all of the characteristics of an outcome- 
based system except there was less frequent output 
monitoring than was expected. A summary of these 
characteristics is offered in Table 2.6.
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TABLE 2.6
THE THREE CONTROL SYSTEM GROUPS
Characteristic Behavior
(BC1)
Hybrid
(BC2)
Outcome
(OC)
Supervision High Very high Very low
Importance of 
attitude and effort 
in evaluating 
performance
High Very high Very low
Emphasis on 
quantitative results 
in evaluating 
performance
Low Very high High
Philosophy that 
results are more 
important than 
behaviors
Low Neither High
Importance of 
complete, accurate 
paperwork
Very low High Low
Average percent 
salary in annual 
compensation
62% 55% 46%
Size of group in 
sample
26% 39% 35%
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Overall, Oliver and Anderson's (1995) results were 
consistent with those of their previous study of 1994. 
However, there were some unique findings regarding the 
hybrid group. Compared with the other two groups, the 
hybrid group
♦ was motivated by the intrinsic satisfaction of 
doing a job well;
♦ spend a greater proportion of working time on 
planning;
♦ do particularly well in terms of achieving 
company sales/profit goals; and
♦ rate their offices as more bureaucratic (p.
13-14).
John and Weitz (1989) . Based on control theory, John 
and Weitz (1989) focused on antecedents influencing the 
use of salary versus incentive compensation. In an 
exploratory study of 161 (61% response rate) managers from 
various firms, most of whom were sales managers, John and 
Weitz (1989) identified several factors that influenced 
the method of compensation used by an organization. In 
particular, they found that the level of difficulty in 
assessing inputs and outputs, the level emphasis on 
selling versus service, the amount of information required 
by customers, the resources available to salespeople, and 
salesforce size were negatively related to the use of 
salary compensation. In contrast, the level of difficulty
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in replacing sales representatives was positively related 
to the use of salary compensation.
Jaworski and Kohli (1993). Jaworski and Kohli (1993) 
empirically tested propositions offered by Kohli and 
Jaworski (1990). Rather than focusing on behavior- versus 
outcome-based reward systems, Kohli and Jaworski (1990) 
focused on the orientation of the reward system. They 
suggested that reward systems that emphasized "customer 
satisfaction and market oriented behavior as bases for 
administering rewards" would engender market oriented 
responses such as market intelligence generation and 
dissemination and organizational responsiveness to the 
intelligence (Jaworski and Kohli 1993, p. 57) .
Two samples were obtained for hypothesis testing. 
Sample I included marketing and non-marketing executives 
from 222 SBU's that were listed on the Dunn and Bradstreet 
1000 or were members of the Marketing Science Institute. 
Because of the data collection methods used, only a range 
could be identified for the response rate. Between 70% 
and 79.6% of the Dunn and Bradstreet 1000 and 77.8% to 
88.9% of the Marketing Science Institute members 
responded. Sample II included 230 American Marketing 
Association members (47.2% response rate). Rewards
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included recognition as well as formal rewards, such as 
compensation, pay raises, and promotions. Both samples 
yielded identical results. A market-based reward system 
orientation was positively related to firm market 
orientation, intelligence dissemination, intelligence 
generation, and firm responsiveness.
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CHAPTER 3
RESEARCH METHODOLOGY
The purpose of this chapter is to present the 
research methodology employed in this dissertation. This 
dissertation examines the influence of control systems on 
firm market orientation and salesperson customer 
orientation, as well as the influence of firm market 
orientation on salesperson customer orientation. The 
chapter is presented in the following manner: (1) the
proposed framework for the study, (2) the research 
hypotheses, (3) the operationalization of the constructs, 
(4) the research instrument, (5) reliability and validity 
considerations, (6) the research design, and (7) the 
statistical techniques used to analyze the data.
The Proposed Framework 
Innovative behavior in organizations is thought to 
take place in two stages, (1) the initiation stage, and 
(2) the implementation stage (Jaworski and Kohli 1990). 
Relating this to the development of an organizational 
strategy, the initiation stage involves the decision-
92
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making and planning activities required to decide upon and 
consider all factors related to the strategy. The 
implementation stage involves putting the strategy into 
action. The literature presented in Chapter 2 suggests 
that an organization's control system is a valuable tool 
that can be used by organizations to persuade employees to 
adopt the organization's philosophy. As such, the design 
of a control system should be determined by the 
organization's strategy during the initiation stage.
This dissertation acknowledges that during the 
initiation stage the strategy should determine the control 
system, however, on the other hand, during the 
implementation stage the appropriateness of the control 
system may impact the degree to which the strategy is 
implemented. If the control system is not properly
aligned with the firm's strategy, the strategy will not be 
executed to the same extent. The first step in aligning a 
firm's control system is to assess the firm's current 
position. In other words, one needs to determine how well 
the current system is functioning with regard to achieving 
the firm's objectives (Churchill et al. 2000) . This 
dissertation examines the effectiveness with which 
particular control systems facilitate the implementation 
of market oriented and customer oriented strategies. It
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
94
is assumed that high levels of firm market orientation and 
salesperson customer orientation are desired strategies.
The framework presented in Figure 3.1 includes four 
constructs: management control system, salesperson control 
system, firm market orientation, and salesperson customer 
orientation. Each construct is derived from a rich body 
of literature on which this framework was built. As the 
framework illustrates, it is hypothesized that the control 
system established for management will influence the level 
of firm market orientation. In addition, it is posited 
that both the control system established for salespeople 
and the firm market orientation will influence salesperson 
customer orientation. Finally, it is hypothesized that 
the salesperson control system will influence the level of 
market orientation of the firm.
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Research Hypotheses 
Webster (1988) asserted that the design of a 
managerial control system would help managers decide upon 
which facets of their job to focus. In other words, 
managers who are rewarded on the basis of achieving short­
term goals, will tend to focus on the activities that 
contribute to reaching the short-term goals and neglect 
other activities which might, in fact, be more effective 
for the organization in the long run.
Kohli and Jaworski (1990) introduced the idea of 
market-based rewards as a reward system for managers in 
market oriented firms. Market-based rewards are those
that "emphasize customer satisfaction and market oriented 
behaviors" (Jaworski and Kohli 1993, p. 56-57). Kohli and
Jaworski (1990) proposed that greater reliance on market
based rewards for managers will be positively related to 
firm market orientation. Thus, the greater the emphasis 
on market-based rewards for managers, the greater the
overall firm market orientation.
Jaworski and Kohli (1993) and Ruekert (1992) found 
strong support for the relationship proposed by Kohli and 
Jaworski (1990) . In fact, of all of the organizational 
systems constructs examined by Jaworski and Kohli (1993), 
market-based reward systems demonstrated the strongest
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effect on firm market orientation. Yet, opposing results 
were reported by Horag and Chen (1998) and Bhuian (1998) . 
It is possible the conflicting outcomes were due to the 
setting of the research. Homg and Chen's (1998) study 
was conducted in Taiwan, and Bhuian's (1998) was conducted 
in Saudi Arabia, while Jaworski and Kohli (1993) and 
Ruekert (1992) were presumably conducted in the United 
States. Because this conflict has not been addressed,
their opposing results call into question the 
generalizability of Kohli and Jaworski's (1990) theory of 
market orientation regarding market-based reward systems 
for managers. Consequently, relying on the theory of 
market orientation proposed by Kohli and Jaworski (1990), 
the following hypothesis is offered to further investigate 
this relationship.
Hx: The greater the firm's reliance on market-
based controls for evaluating and rewarding 
managers, the greater the firm market 
orientation.
Firm market orientation reflects the importance of 
particular customer, competitor, and information-related 
activities to the firm. In particular, a market 
orientation reflects a focus on customers by all members 
of the firm. Thus, it is reasonable to expect market 
oriented firms to encourage their salespeople to engage in
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market oriented or customer oriented behaviors. Quoting 
Kurtz, Dodge, and Klompmaker (1976), Saxe and Weitz (1982) 
stressed the importance of salesperson behaviors within a 
market oriented firm. They indicated that market oriented 
firms must encourage salespeople to adopt a problem­
solving approach in their relations with customers, 
otherwise they will have failed at being market oriented. 
In turn, it is likely that salespeople will engage in 
those behaviors that they perceive to be important to the 
organization (Siguaw, Brown, and Widing 1994). Salesperson 
customer orientation reflects the degree to which a 
salesperson engages in behaviors that are customer- 
focused.
Siguaw, Brown, and Widing (1994) and Mengtix? (1996) 
found a positive relationship between firm market 
orientation and salesperson customer orientation. In 
addition, Hult and Ferrell (1997) found a positive 
relationship between information acquisition and 
dissemination, two components of market orientation and 
customer orientation. The following hypothesis is 
consistent with this research, thus it adds to the 
strength of the framework by reinforcing previous 
research.
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H2: The greater the firm's market orientation,
the greater the salesperson's customer 
orientation.
The third hypothesis involves salesperson control 
systems. Krafft (1999) suggests additional research is 
needed addressing the outcomes of control systems. In 
particular he suggests one measure of the impact of 
control may be salesperson customer-oriented behaviors. 
Two opposing salesperson control philosophies are 
behavior- and outcome-based. There is a wealth of 
research addressing these two extremes of reward systems 
(e.g., Anderson and Oliver 1987; Challagalla and Shervani 
1996; Krafft 1999), however the effects of behavior- and 
outcome-based control systems on salesperson customer 
orientation are unclear. Based on agency theory, 
salespeople should be rewarded based on outcomes if there 
are high costs of monitoring their behavior. Yet, it is 
widely believed that outcome-based rewards result in a 
short-term focus that causes salespeople to spend time 
only on those activities directly linked to increases in 
sales and to ignore activities that are not directly 
linked to sales, such as servicing accounts (Anderson and 
Oliver 1987; Cravens et al. 1993) . Consequently, the 
prevailing sentiment is that behavior-based reward systems 
encourage customer oriented behaviors more readily than
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outcome-based reward systems (Anderson and Oliver 1987; 
Cravens et al. 1993).
Outcome-based reward systems may decrease the level 
of intrinsic motivation salespeople receive from their 
jobs (Baker, Jensen, and Murphy 1988; Oliver and Anderson 
1994) . In addition, outcome-based reward systems tend to 
focus employees' attentions toward short run, immediate 
goals which, in time, may lead to detrimental results. 
For example, salespeople may spend more time trying to 
sell products that are easy to sell, rather than trying to 
sell products that are more profitable for the firm. 
Furthermore, they may resist selling to large accounts or 
conducting maintenance and service-related activities 
because of the amount of time necessary to realize payoffs 
from these activities (Anderson and Oliver 1987) . In sum, 
Oliver and Anderson (1994) concluded that outcome-based 
rewards "is an uninvolved strategy, one in which 
salespeople can be expected to be more self-oriented and 
less accepting of managerial direction" (p. 63).
In contrast, behavior-based reward systems incite a 
salesperson's intrinsic motivation and foster greater 
attention toward the pursuit of the organization's goals 
(Oliver and Anderson 1994) . Behavior-based reward systems 
reduce the pressure for immediate sales thereby allowing
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salespeople to adopt more long-term outlooks. As a 
result, salespeople who are rewarded on a behavioral basis 
engage in "more thoughtful, planned, low pressure selling 
styles that are often combined with customer service to 
ensure repeat business and favorable word of mouth" 
(Anderson and Oliver 1987, p. 86) . Moreover, Hartline and 
Ferrell (1996) indicate that salespeople who are rewarded 
based on their behaviors are more likely to engage in 
adaptive behaviors. Finally, salespeople who are rewarded 
based on their behaviors are more likely to perform in a 
manner that is consistent with the expectations of the 
organization (Anderson and Oliver 1987; Challagalla and 
Shervani 1996).
Because a customer orientation requires that 
salespeople are customer-focused and avoid high-pressure 
sales tactics, Anderson and Oliver (1987) propose that the 
more a control system is behavior-based, the greater the 
level of salesperson customer orientation. Though direct 
testing of this proposition has not been conducted, some 
support for this proposition was offered by Cravens et al.
(1993) who found that sales managers in behavior based 
firms perceived a customer orientation to be an important 
salesperson characteristic. As such, the following 
hypothesis is offered.
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Hj: The greater the firm's reliance on
behavior-based controls for salespeople,
the greater the salesperson customer
orientation.
Salespeople are typically boundary-spanners within an 
organization. They function as a medium for information 
exchange between the firm and its customers.
Consequently, they are an active party in the
implementation of organizational strategy. In light of 
their important role, it is possible that salespeople's 
control systems might impact the implementation of a 
market oriented strategy.
This is particularly likely considering Kohli and 
Jaworski's (1990) information-focused definition of firm 
market orientation. Salespeople represent a primary source 
of information for firms. Due to the opportunity for 
interaction with customers and other outsiders to the firm 
at customers' facilities, trade shows, and other events, 
salespeople often have access to unique information about 
customers and competitors.
In order for a firm to be highly market oriented, 
market intelligence must be gathered and disseminated
throughout the organization to allow all members of the 
firm to coordinate in acting on the new intelligence
(Kohli and Jaworski 1990; Narver and Slater 1990). The
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salesperson's control system may be designed in a manner
that encourages information generation and dissemination
by the salesperson. 0r( it may be designed in a manner
that does not encourage gathering and sharing of
information, instead salespeople may reap greater rewards
by withholding information and acting on it alone.
This dissertation proposes that salespeople who are
employed by firms with behavior-based control systems will
be more willing to share information and work with others
in the firm, resulting in greater overall firm market
orientation. In contrast, salespeople employed by firms
with outcome-based control systems will not be encouraged
to share information and work with others in the firm,
instead an outcome-based control system will persuade
salespeople to focus on their own interests rather than
those of the firm, resulting in lower overall firm market
orientation. In a similar manner, Oliver and Anderson
(1994) suggested that a behavior-based control strategy
correlates with a more accepting or receptive 
sales representative. It might also
foster~pursuit of agency goals unrelated to 
personal gain or remuneration. Alternatively, 
outcome control is an uninvolved strategy, one 
in which salespeople can be expected to be more 
self-oriented (p. 63) .
Thus, the following hypothesis is offered.
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H«: The greater the firm's reliance on
behavior-based controls for salespeople,
the greater the firm market orientation.
The framework in Figure 3.1 posits the following two
equations:
(1) MO = MCS + SCS
(2) SOCO = SCS + MO + MCS
Where:
MO = Market Orientation
SOCO = Salesperson Customer Orientation
MCS = Managerial Control System (Market-based)
SCS = Salesperson Control System (Behavior-based)
Equation (1) will be used to examine hypothesis Hi and H«. 
Equation (2) will be used to examine H2 and H3.
Operationalization of the Constructs 
Management control system, salesperson control 
system, firm market orientation, and salesperson customer 
orientation were measured using multi-item scales adopted 
from previous studies. Each scale is widely used and has 
exhibited satisfactory psychometric properties. The 
operational definitions of the constructs are presented in 
Table 3.1.
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TABLE 3.1
OPERATIONAL DEFINITIONS OF THE CONSTRUCTS
Variable/Study
Market 
Orientation
(Narver and 
Slater 1990, p. 
21)
Definition
The organization culture that most 
effectively and efficiently creates the 
necessary behaviors for the creation of 
superior value for buyers and, thus, 
continuous superior performance for the 
business.
Customer
Orientation
(Saxe and Weitz 
1982, p. 344)
The degree to which salespeople practice 
the marketing concept by trying to help 
their customers make purchase decisions 
that will satisfy customer needs._______
Management
Control system 
(Market-Based)
(Jaworski and 
Kohli 1994)
An organizational system in which 
measures of customer satisfaction and 
market oriented behaviors are used to 
evaluate and reward managers.
Salesperson 
Control System 
(Behavior-based)
(Anderson and 
Oliver 1987, p. 
76)
An organizational system in which 
subjective and more complex methods based 
largely on (1) what salespeople bring to 
the selling task (e.g., aptitude, product 
knowledge), (2) their activities (e.g., 
number of calls), and (3) their sales 
strategies, rather than sales outcomes, 
are used to evaluate and compensate the 
salesforce.
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Firm Market Orientation
The market orientation scale developed by Narver and 
Slater (1990) was employed to capture firm market
orientation. Narver and Slater (1990) conceptualized 
market orientation as a one-dimension construct consisting 
of five components including customer orientation, 
competitor orientation, interfunctional coordination, 
long-term horizon, and profit emphasis. The first three 
components are consistent with Kohli and Jaworski's (1990) 
conceptualization of market orientation and reflect 
behavioral criteria. The last two dimensions involve 
market oriented decision criteria. Narver and Slater
(1990) contend that, although the scale includes five
components, the components are conceptually related and 
therefore reflect a single dimension.
Customer and competitor orientations "include all of 
the activities involved in acquiring information about the 
buyers and competitors in the target market and 
disseminating it throughout the business(es)" (Narver and 
Slater 1990, p. 21). Interfunctional coordination 
involves the integrated efforts required of all of the
firm's departments in order to react to the collected 
market information. Long-term horizon refers to the long­
term perspective that must be held by management for
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decision-making purposes. Finally, a key objective for a 
market oriented firm is profit.
Due to low reliabilities, the two decision criteria, 
long-term horizon and profit emphasis, were removed from 
Narver and Slater's (1990) study, however, they have been 
retained for this dissertation. Narver and Slater's 
(1990) market orientation scale is presented in Table 3.2. 
The scale consists of twenty-seven items that are averaged 
to obtain the firm market orientation score, to reflect a 
unidimensional construct.
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TABLE 3.2 
FIRM MARKET ORIENTATION
INSTRUCTIONS: The following questions are designed to
determine what you believe are the business practices of 
your organization.
Please indicate in the blank next to each statement, based 
on the following key, the number which corresponds to your 
belief about your organization's business practices.
1 « Not at all
2 « To a very slight extent
3 > To a small extent
4 ■ To a moderate extent
5 » To a considerable extent
6 - To a great extent
______7 » To a very great extent____________________________________
  1. Our salespeople regularly share information within
our business concerning competitors' strategies.
2. Our objectives are driven primarily by customer 
satisfaction.
3. We rapidly respond to competitive actions that 
threaten us.
4. Our primary objective is to maximize quarterly 
profits, (r)
5. We believe that each product's revenues should 
cover its full costs in the long run.
6. We continually attempt to add value to our 
products and services.
7. Profit performance is measured on a market-by- 
market basis.
8. We constantly monitor our level of commitment and 
orientation to customers.
9. Our top managers from every function regularly 
visit our current and prospective customers.
10. We freely communicate information about our 
successful and unsuccessful customer experiences 
across all business functions.
11. We have a clear, long-term, strategic marketing 
plan.
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  12. We require a rapid payback from investments in
customer relationships. (r)
  13. Our strategy for competitive advantage is based on
our understanding of our customers' needs.
  14. We continually develop tactics for market
penetration.
  15. We strive for the highest possible profit margins
on our products and services.
  16. All of our functions (e.g. marketing/sales,
manufacturing, R & D, finance/accounting, etc.) 
are integrated in serving target markets.
  17. Our business strategies are driven by our beliefs
about how we can create greater value for 
customers.
  18. We measure customer satisfaction systematically
and frequently.
  19. We give close attention to after-sales service.
  20. We target customers where we have an opportunity
for competitive advantage.
  21. Top management regularly discusses competitors'
strengths and strategies.
  22. We heavily promote our goods and services to
maximize sales, and thus, maximize commissions, (r)
  23. Every effort is made to minimize operating
expenses above and beyond production costs.
  24. All of our managers understand how everyone in our
business can contribute to creating customer 
value.
  25. We price a product based on its cost.
  26. Higher levels of management (to whom our
management reports) require business-unit 
performance reports on a market-by-market basis.
  27. We share resources with other business units.
r = reverse scored
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Salesperson Customer Orientation 
The selling orientation-customer orientation (SOCO) 
scale developed by Saxe and Weitz (1982) was employed to 
capture salesperson customer orientation. The SOCO scale 
measures salesperson behaviors on a continuum with a 
selling orientation occupying one extreme and a customer 
orientation occupying the other. Highly customer oriented 
salespeople ntry to help their customers make purchase 
decisions that will satisfy customer needs" (Saxe and 
Weitz 1982, p. 344) . In contrast, selling-oriented 
salespeople try to stimulate demand for the products that 
their firms produce, with only secondary concern directed 
toward satisfying customer needs.
Saxe and Weitz (1982) conceptualized the SOCO scale 
as a one-dimensional measure consisting of six components 
including
1. A desire to help customers make
satisfactory purchase decisions.
2. Helping customers assess their needs.
3. Offering products that will satisfy those
needs.
4. Describing products accurately.
5. Avoiding deceptive or manipulative 
influence tactics.
6. Avoiding high pressure.
(Saxe and Weitz 1982, p. 344)
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These components are reflected in the SOCO scale's 24 
items that are averaged to obtain the salesperson customer 
orientation score. The SOCO scale is shown in Table 3.3.
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TABLE 3.3
SOCO (SELLING ORIENTATION-CUSTOMER ORIENTATION) SCALE
INSTRUCTIONS: The statements below describe various ways
a salesperson might act with a customer or prospect (for 
convenience, the word "customer" is used to refer to both 
customers and prospects). For each statement please 
indicate the proportion of your customers with whom you 
act as described in the statement. Do this indicating one 
of the numbers from 1 to 9. The meanings of the numbers 
are:
1 - True for NONE of your customers - NEVER
2 - True for ALMOST NONE . . .
3 « True for A FEW . . .
4 - True for SOMEWHAT LESS THAN HALF . . .
5 - True for ABOUT HALF . . .
6 - True for SOMEWHAT MORE THAN HALF . . .
7 - True for a LARGE MAJORITY . . .
8 - True for ALMOST ALL . . .
9 « True for ALL of your customers - ALWAYS
For example, if you wrote 6 below, you would indicate that 
you ask somewhat more theui half of your customers a lot of 
questions.
  I ask customers a lot of questions.
1. I try to give customers an accurate expectation 
of what the product will do for them.
2. I try to get customers to discuss their needs 
with me.
3. If I am not sure a product is right for a 
customer, I will still apply pressure to get 
him/her to buy. (r)
4. I imply to a customer that something is beyond my 
control when it is not. (r)
5. I try to influence a customer by information 
rather than by pressure.
6. I try to sell as much as I can rather than to 
satisfy a customer, (r)
7. I spend more time trying to persuade a customer 
to buy than I do trying to discover his/her 
needs. (r)
8. I try to help customers achieve their goals.
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9. I answer a customer's questions about products as 
correctly as I can.
10. I pretend to agree with customers to please them, 
(r)
11. I treat a customer as a rival, (r)
12. I try to figure out what a customer's needs are.
13. A good salesperson has to have the customer's 
best interest in mind.
14. I try to bring a customer with a problem together 
with a product that helps him/her solve that 
problem.
15. I am willing to disagree with a customer in order 
to help him/her make a better decision.
16. I offer the product of mine that is best suited 
to the customer's problem.
17. It is necessary to stretch the truth in 
describing a product to a customer.
18. I begin the sales talk for a product before 
exploring a customer's needs with him/her. (r)
19. I try to sell a customer all I can convince 
him/her to buy, even if I think it is more than a 
wise customer would buy. (r)
20. I paint too rosy a picture of my products, to 
make them sound as good as possible, (r)
21. I try to achieve my goals by satisfying customers
22. I decide what products to offer on the basis of 
what I can convince customers to buy, not on the 
basis of what will satisfy them in the long run.
(r)
23. I try to find out what kind of product would be 
most helpful to a customer.
24. I keep alert for weaknesses in a customer's 
personality so I cam. use them to put pressure on 
him/her to buy. (r)
r = reverse scored
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Management Control System
The market-based control system scale developed by 
Jaworski and Kohli (1993) was employed to capture the
manager's reward system. The six-item reward system scale 
is designed to assess "the extent to which customer
relations, customer satisfaction, and market oriented 
behaviors" are used in evaluating and rewarding managers 
within an organization (p. 59) . The control system scale 
is shown in Table 3.4. The scores on the items are
averaged to assess the degree to which market-based
controls are emphasized.
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TABLE 3.4 
MANAGEMENT CONTROL SYSTEM
INSTRUCTIONS: Please indicate the extent to which your
organization evaluates and rewards performance on the 
basis of the following statements. ______
1. No matter which department 
they are in, people in 
this business unit get 
recognized for being 
sensitive to competitive 
moves.
2. Customer satisfaction 
assessments influence 
senior managers' pay in 
this business unit.
3. Formal rewards (i.e., pay 
raise, promotion) are 
forthcoming to anyone who 
consistently provides good 
market intelligence.
4. Salespeople's performance 
in this business unit is 
measured by the strength 
of relationships they 
build with customers.
5. Salespeople's monetary 
compensation is almost 
entirely based on their 
sales volume, (r)
6. We use customer polls for 
evaluating our 
salespeople.
Strongly Strongly
Agree Disagree
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
r = reverse scored
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Salesperson Control System
The scale used to capture the salesperson's control 
system was adopted from Oliver and Anderson (1994) . 
Oliver and Anderson (1994) used six sub-scales to
determine the extent to which the control system faced by 
a salesperson was behavior-based. These six sub-scales
assessed the following:
1. Extent of supervision
2. Absence of a bottom-line orientation
3. Infrequent use of objective outcomes
4. Use of paper inputs
5. Use of subjective inputs
In addition, they used a two-item scale assessing the 
percentage of salary in the salesperson's pay plan. 
Oliver and Anderson (1994) averaged the items within each 
of the six sub-scales to obtain a single score for each 
scale for each respondent. Each scale was then converted 
to its standard score equivalent (mean = 0; standard
deviation = 1) across respondents. Next, the six scores
were added to form an index of behavior versus outcome 
control. Because the scales were behavior-control 
focused, a higher index reflected greater reliance on 
behavior control, and a lower index reflected greater 
reliance outcome control. The scales are shown in Table
3.5.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
117
Pre-testing of the questionnaire for this 
dissertation indicated that the final two questions 
assessing the percent of salary in the salesperson's 
compensation were misleading and confusing. These 
questions were re-written in the final questionnaire to 
provide more clarity.
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TABLE 3.5 
SALESPERSON CONTROL SYSTEM
INSTRUCTIONS: Please indicate the extent to which your
organization evaluates and rewards performance on the 
basis of the following statements._____________________
Extent of Supervision
1. My supervisor makes sure 
everyone knows what to do 
and how to do it.
2. My supervisor stays in 
close contact with me.
3. My boss rarely asks me for 
information on how I'm 
doing.
4. I don't have much contact 
with my company's 
management.
5. Management here stays very 
well informed of 
salespeople's activities.
6. I feel isolated from 
management.
7. I don't get much day-to- 
day contact with 
management.
8. We are subj ect to very 
little direction from our 
company's management.
Strongly 
Agree 
1 2
3
3
3
3
4
4
4
4
5
5
5
5
Strongly 
Disagree 
6 7
6
6
6
6
Absence of a bottom-line
orientation
9. When management rates my 
performance, they take a 
lot of things into 
consideration.
Strongly 
Agree 
1 2
Strongly 
Disagree 
5 6 7
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10. Management decides who's 1 2  3 4 5 6 7
good by looking strictly
at each salesperson's 
bottom line, (r)
11. Only tangible results 1 2  3 4 5 6 7
matter to my manager, (r)
12. My manager doesn't care 1 2 3 4 5 6 7
what I do as long as I
produce, (r)
How heavily do you think your manager relies on these 
kinds of measures in evaluating your performance?
Infrequent use., of. objective
outcomes
Strongly
Agree
Strongly
Disagree
13. Sales volume, (r) 1 2 3 4 5 6 7
14. Market penetration, (r) 1 2 3 4 5 6 7
15. Achievement of quota, (r) 1 2 3 4 5 6 7
Uss_of paper.inputs
16. Number of calls. 1 2 3 4 5 6 7
17. Sales expense. 1 2 3 4 5 6 7
18. Quality and completeness 
of call reports.
1 2 3 4 5 6 7
Use of subjective.inputs
19. Attitude. 1 2 3 4 5 6 7
20. Ability. 1 2 3 4 5 6 7
21. Effort, 
r = reverse scored
1 2 3 4 5 6 7
Please indicate the percent of salary in your compensation 
for each time period._____________________________________
22. Present pay period. %
23. Last pay period. %
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The Research Instrument 
The research instrument is presented in Appendix A. 
It is a self-report questionnaire consisting of 131 
questions grouped into four sections. Salespeople were 
asked to respond to all sections of the questionnaire. 
The first section of the questionnaire measures the 
salesperson's control system. The second section measures 
the salesperson's customer orientation. The third section 
measures the salesperson's perception of the firm's market 
orientation and the manager's control system. The fourth 
section measures social desirability bias, demographic, 
and background information of the salesperson. The 
organization of the questionnaire is summarized in Table
3.6.
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TABLE 3.6
SUMMARY OF THE QUESTIONNAIRE
Section Question # Construct Scale
1 1 - 2 5 Salesperson. 
Control System
Oliver and 
Anderson (1994)
2 26 - 49 Salesperson
Customer
Orientation
SOCO - Saxe and 
Weitz (1982)
3 50 - 76 Firm Market 
Orientation
Narver and Slater 
(1990)
3 77 - 82 Management 
Control System
Jaworski and 
Kohli (1993)
4 83 - 115 Social 
Desirability Bias
Crowne and 
Marlowe (1960)
4 116 - 131 Demographic and 
Background 
Variables
N/A
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Reliability, and Validity Considerations 
The measures used in this dissertation were adopted 
from previous studies. According to Churchill (1979), 
Cronbach's coefficient alpha is one of the most meaningful 
methods of assessing reliability. A summary of the 
reliability, indicated by Cronbach's coefficient alpha, 
and validity properties exhibited by these scales in prior 
studies is presented in Tables 3.7 through 3.10. Based on 
this information, all scales have previously demonstrated 
acceptable levels of reliability and validity.
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TABLE 3.7
RELIABILITY AND VALIDITY ASSESSMENT FIRM MARKET 
ORIENTATION (NARVER AND SLATER 1990)
Study Scale or 
dimension
Reliability
( )
Validity
Narver and MO .88 Construct
Slater (1990) CUSTO .85 and .87 Convergent
COMPO .72 and .87 Discriminant
COORD .71 and .73 Concurrent
Signaw, MO
0
0
C
O
Brown, and
Widing (1994)
Slater and MO .80
Narver CUSTO .89
(1994b) COMPO .73
COORD .77
Mengti<? (1996) MO .83 Discriminant
Pelham and MO .92
Wilson (1996)
Gatignon and MO N/A
Xuereb (1997) CUSTO .85
COMPO .60
COORD .77
Han, Kim, and MO N/A
Srivastava CUSTO .83
(1998) COMPO .79
COORD .79
Morgan, MO COCO*
Katsikeas,
and Appiah-
Adu (1998)
Key:
= Cronbach's coefficient alpha 
MO = Market orientation 
CUSTO = Customer orientation 
COMPO = Competitor orientation 
COORD = Interfunctional coordination 
N/A = Not available
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TABLE 3.8
RELIABILITY AND VALIDITY ASSESSMENT OF 
SALESPERSON CUSTOMER ORIENTATION (SAXE AND WEITZ 1982)
Study Scale or 
dimension
Reliability
( )
Validity
Saxe and 
Weitz (1982)
SOCO .86 and .83 Convergent 
Discriminant 
Nomologic 
Known group
Michaels and 
Day (1985)
SOCO .91
Dunlap, 
Dotson, and 
Chambers 
(1988)
SOCO .88 and .91
0'Hara, 
Boles, and 
Johnston 
(1991)
SOCO .95 and .82
Brown, 
Widing, and 
Coulter 
(1991)
SOCO .81
Kelly (1992) SOCO .85
Siguaw,
Brown, and 
Widing (1994)
SOCO .86
Williams and 
Attaway 
(1996)
SOCO .97
Key:
* Cronbach's coefficient alpha
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TABLE 3.9
RELIABILITY AND VALIDITY ASSESSMENT OF 
MANAGEMENT CONTROL SYSTEM (JAWORSKI AND KOHLI 1993)
Study Scale or 
dimension
Reliability
( )
Validity
Jaworski and 
Kohli (1993)
Reward System 
Orientation
.73 N/A
Menon,
Jaworski, and 
Kohli (1997)
Reward System 
Orientation
.73
Bhuian (1998) Reward System 
Orientation
.74
Horng and 
Chen (1998)
Reward System 
Orientation
.50 < > .80 
(specific 
not given)
Key:
= Cronbach's coefficient alpha 
N/A = Not available
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TABLE 3 -1 0
RELIABILITY AND VALIDITY ASSESSMENT OF 
SALESPERSON CONTROL SYSTEM (OLIVER AND ANDERSON 1994)
Study Scale or 
dimension
Reliability
( )
Validity
Oliver and BCI .81
Anderson SUPER .86
(1994) NOTBL .76
OBJOUT .62
PAPINP .60
SUBINP .84
SALRY .96
Key:
* Cronbach's coefficient alpha 
N/A = Not available 
BCI * Behavior control index 
NOTBL = Absence of bottom-line orientation 
OBJOUT = Infrequent use of objective outcomes 
PAPINP = Use of paper inputs 
SUBINP = Use of subjective inputs 
SALRY = Percent salary in compensation plan
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Research Design
Sampling Methodology
A mailing list comprised of a national, random sample 
of salespeople purchased from the American Index 
Residential Lifestyle Masterfile served as the sampling 
frame for this dissertation. It was specified that the 
list contain only people who identified sales as their 
primary occupation, with incomes greater than $35,000, and 
education levels greater than high school was selected 
from this list. The expectation was that these 
specifications would result in the selection of 
professional rather than non-professional salespeople.
It was also expected that a national random sample 
would yield sufficient variance with regard to the study 
variables. As a result, the data obtained from this 
mailing list should provide relevant results with regard 
to the purpose of this dissertation.
Data Collection
Bach sample unit was sent a cover letter on 
University letterhead requesting his/her participation 
along with the survey and a business reply envelope. A 
copy of the results was offered to the salespeople to 
encourage participation. A follow-up mailing was
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conducted four weeks after the initial mailing. A copy of 
the original and follow-up cover letters are in Appendix 
B.
Statistical Techniques
Multiple regression was the primary technique 
employed to examine the relationships proposed by this 
dissertation. The regression equations were presented 
earlier in this chapter. The first regression equation 
considered the relationship between the firm market 
orientation and the management control system and the 
salesperson's control system. The second regression 
equation considered the relationship between salesperson 
customer orientation and firm market orientation, the 
salesperson control system, and the management control 
system.
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CHAPTER 4
PRESENTATION OP DATA ANALYSIS
The purpose of this chapter is to present the results 
of the empirical analyses performed. This chapter is 
divided into several sections, including presentation of 
the characteristics of the sample, analysis of possible 
nonresponse bias, discussion of measurement issues, 
presentation of descriptive statistics, correlations, 
selection of control variables, and finally, hypothesis 
tests and results.
Characteristics of the Sample 
The American Index - Residential Lifestyle Masterfile 
consisting of over 100,000,000 addresses served as the 
sampling frame for this study. A random sample of 2000 
people who identified sales as their primary occupation, 
with incomes greater than $35,000, and education levels 
greater than high school was selected from this list. 
Each sample unit was sent a cover letter requesting 
his/her participation along with the survey and a business 
reply envelope.
129
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A total of 333 questionnaires were returned. Of 
these, 250 were usable. Pour were returned by the post 
office as undeliverable. Of the remaining 79 unusable 
questionnaires, 42 uncompleted surveys were returned
because the recipient had either never been in sales or 
had changed occupations, 21 were returned uncompleted 
because the recipient had retired, 5 were returned because 
the recipient had passed away, and 11 were deemed unusable 
because the questionnaire was incomplete or the respondent 
did not fit the sample parameters. The response rate was 
calculated using Churchill's (1995) formula. The response 
rate is presented in Table 4.1.
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TABLE 4.1
RESPONSE RATE FORMULA AND CALCULATION
CO
Formula:
CQ+[CQ /(CQ+ IN)]* (NC+ ND)
Totals:
Usable, Completed Questionnaires (CQ)
Not Contacted (NC)
Refused, eligibility not determined (ND) 
Ineligible or not usable questionnaires (IN)
250Calculation:   = 16,
250 + [250/(250 + 79)] * (4+1667)
250
4
1667
79
45%
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Further analysis was conducted to assess the impact, 
if any of nonresponse bias. There was no indication of 
possible nonresponse bias. The results of the analysis of 
nonresponse bias are discussed in a subsequent section.
The average of the respondents' ages was 46.16 years, 
average years of sales experience was 19.17, and average 
of the respondents' income, including salaries, 
commissions and bonuses, was $77,173. Approximately 77% 
of the respondents were male, 94% were white, and 
approximately 83% had some level of college education. The 
salespeople worked for firms with approximate annual sales 
ranging from $500,000 to $500 billion. The total number 
of employees in the firms ranged from 1 to 89,000 and the 
total number of salespeople in the firms ranged from 1 to 
28,000. These and other sample characteristics are 
presented in Tables 4.2 through 4.4.
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TABLE 4.2
DESCRIPTIVE SAMPLE STATISTICS
Variable Minimum Mean Std.
Deviation
Percent of
compensation that is 
made up of salary
0% 100% 51.44% 41.30
Percent of
compensation that is 
made up of commission
0% 100% 44.97% 42.01
Age of Respondent 21 76 46.16 9.87
Years of Sales 
Experience
1 52 19.14 10.53
Years experience with 
current company
1 44 9.41 8.35
Total sales volume 
last year
$12,000 $68,000,000 $3,449,523 8,352,578
Percent of sales 
quota achieved last 
year
10% 200% 98.47% 24.26
Approximate gross 
income last year 
including salaries, 
commissions, and 
bonuses
$13,000 $400,000 $77,173 $59,863
Firm's approximate 
annual sales
$500,000 $500
billion
$4,688
billion
38 billion
Number of employees 
in firm
1 89,000 3,180 12,557
Number of salespeople 
in firm
1 28,000 547 2,538
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TABLE 4.3
DEMOGRAPHICS OF SAMPLE
Frequency Percent
Gender
Male 192 76.8
Female 58 23.2
Total 250 100.0
Marital Status
Single 47 18.8
Married 202 80.8
Total 249 99.6
Missing 1 .4
Total 250 100.0
Highest level o£ education
Grade school 5 2.0
Some high school 2 .8
High school graduate 26 10.4
Some college 77 30.8
College degree 103 41.2
Some graduate school 14 5.6
Graduate degree 23 9.2
Total 250 100.0
Race
White 236 94.4
Black 5 2.0
Hispanic 1 .4
Other 5 2.0
Total 247 98.8
Missing 3 1.2
Total 250 100.0
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TABLE 4.4
INDUSTRIES OF SAMPLE
Frequency Percent
Industry
Food/Beverage/Tobacco 13 5.2
Computers, electronics, 14 5.6
electrical & appliances
Service-related 20 5.6
Manufacturing: Other 67 7.2
Finance and Insurance 21 8.4
Automotive-related 12 4.8
Retail 13 5.2
Paper 2 .8
Medical 3 1.2
Agriculture, forestry, fishing 2 .8
and hunting
Manufacturing: plastics, metal, 4 1.6
and chemical
Mining 3 1.2
Sporting goods 2 .8
Real Estate 5 2.0
Information industry 2 .8
Wholesale-durable/nondurable 3 1.2
goods
Other 22 5.2
Furnishings 2 .8
Transport at ion/distribution 10 4.0
Total 220 88.0
Missing 30 12.0
Total 250 100.0
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Assessment of Potential Nonresponse Bias 
Nonresponse bias is a concern when conducting survey 
research because it is possible that those who do not 
respond to the survey may be significantly different with 
respect to their attitudes and behaviors from those who do 
respond to the survey. If this is the case, the study may 
not capture data from a relevant population that may react 
differently from the population that responded, producing 
biased results and interpretations. According to 
Armstrong and Overton (1977) , one method of assessing 
nonresponse bias is by comparing the responses of the 
early responders to the survey with those of the late
responders. It is assumed that late responders are 
similar to nonresponders, thus if no differences are found 
between early and late responders it provides evidence 
that the results of the study do not suffer from 
nonresponse bias.
Early and late responders were compared based on
their responses to the four focal variables of this study 
as well as several demographic and firm factors. This was 
accomplished by dividing the sample into two groups with 
one group representing the first one-half of the
respondents (early responders) and the second group
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representing the second one-half of the respondents (late 
responders) .
The early and late responders do not differ from each 
other statistically based on any of the factors examined. 
All p-values are between 0.139 and 0.915. As a result 
there is no evidence to indicate that this study suffers 
from nonresponse bias. The results of these tests are 
presented in Table 4.5 and Table 4.6.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
138
Table 4.5
COMPARISON OF EARLY AND LATE RESPONDENTS 
REGARDING FQCAL VARIABLES
Multivariate 
Test Value Exact F Sig. of F
Multivariate Tests
Pillais .01159 .63907 .635
Hotellings .01173 .63907 .635
Wilks .98841 .63907 .635
Roys .01159
Univariate F-tests
MO 1.50458 .221
SOCO .87232 .351
MRS .02933 .864
BCS .64776 .422
Key:
MO = Market Orientation
SOCO = Salesperson Customer Orientation
MRS = Market-Based Reward System
BCS = Behavior Control System
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TABLE 4.6
COMPARISON OF EARLY AND LATE RESPONDENTS 
REGARDING DEMOGRAPHIC AND FIRM 
CHARACTERISTIC VARIABLES
Multivariate 
Taat Valua Exact F Sig. of F
Multivariate Tests of Significance
Pillais .13433 1.48713 .139
Hotellings .15518 1.48713 .139
Wilks .86567 1.48713 .139
Roys .13433
Univariate F-tests
Age 1.37389 .243
Sales Experience 1.50107 .223
Company Experience .28520 .594
Position Experience .74975 .388
Total Sales Volume Last Year .76143 .385
Percent of Quota achieved LY .66226 .417
Gross Salary LY .39306 .532
Commissions & Bonuses LY 1.75881 .187
Household Income 2.16068 .144
Firm's Annual Sales 1.84011 .177.
Number of Firm Employees .35824 .551
Number of Firm Salespeople .02883 .865
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Measurement Issues 
Four previously developed scales were used to measure 
the constructs for this study, including Market
Orientation (Narver and Slater 1990), Customer Orientation 
(SOCO) (Saxe and Weitz 1982), Management Control System 
(Market-Based Reward Orientation) (Jaworski and Kohli
1993), and Salesperson Control System (Behavior Control 
System) (Oliver and Anderson 1994).
Summated scores were used to capture all constructs. 
This was accomplished by summing all items for each scale 
and dividing the total by the number of scale items. For 
the Salesperson Control System summated score,
standardized z-scores were summed following the procedure 
suggested by Oliver and Anderson (1994). Z-scores were 
used because one of the items was ratio-scaled while the 
others were interval-scaled. Standardizing the variables 
uses a Euclidean distance measure to convert them from a 
raw score into a standardized value with a mean of 0 and a 
standard deviation of 1 (Hair, Anderson, Tathan, and Black 
1998) . This procedure standardizes the scales of 
differently scaled items allowing them to be summed.
The psychometric properties for each of the scales
have been assessed in previous studies and were examined 
for this study as well. The following section includes
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discussions of the factor structure, reliability, and 
descriptive statistics regarding each scale along with 
comparisons with previous studies.
Reliability Analysis
To assess the reliability of each scale, Chronbach's 
coefficient alpha was estimated. According to Churchill 
(1979), Chronbach's coefficient alpha "absolutely should 
be the first measure one calculates to assess the quality 
of the instrument" (p. 68) . In fact, Churchill states
that this statistic is "pregnant with meaning" (p. 68) . 
If the coefficient alpha for a group of items is low, it 
suggests that the items perform poorly in capturing the 
construct. Nunnally (1978) suggests a coefficient alpha 
value of 0.7 or greater is an indicator of an adequate 
measure.
The overall coefficient alpha values for three of the 
measures were above Nunnelly's (1978) suggested 0.7. In 
particular, the market orientation scale had an alpha 
value of 0.90, SOCO had an alpha value of 0.89, and the 
behavior control system scale had an alpha value of 0.85. 
The coefficient alpha value for management control system 
was .63. Because this value was somewhat low, item-to- 
total statistics were computed. The results are shown in
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Table 4.7. The low reliability appears to be primarily 
the result of item number 5. In fact, Jaworski and Kohli 
(1993) also obtained low inter-item correlations for that 
item and subsequently removed it from the scale. 
Accordingly, this item was removed from the market-based 
reward system scale in this study. The reliability 
estimate was re-calculated based on the reduced scale. 
The resulting alpha value was .70.
Coefficient alpha values for each of the scales in 
this study are presented in Table 4.8. Tables 4.9 through 
4.12 compare the alpha values for the current study with 
those of similar studies. Based on these comparisons, the 
reliabilities of the scales used in this study are 
comparable to the reliabilities obtained in other studies 
using the same scales.
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TABLE 4.7
ITEM-TOTAL STATISTICS FOR MANAGEMENT 
CONTROL SYSTEM SCALE
Item#
Corrected
Item-
Total
Correlation
Alpha 
if Item 
Deleted
1 .55 .52
2 .49 .53
3 .57 .52
4 .36 .59
5 .09 .70
6 .23 .63
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
144
TABLE 4.8
RELIABILITY ANALYSIS 
SCALES USED IN THIS
OP THE 
STUDY
Scale Alpha
Market Orientation .90
SOCO .89
Management Control System .70
Salesperson Control System .85
Key:
MO = Market Orientation
SOCO = Salesperson Customer Orientation
MCS = Management Reward System
SCS = Salesperson Control System
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TABLE 4.9
COMPARISON OF ALPHA VALUES ACROSS
STUDIES - MARKET ORIENTATION
Study Reliability
( )
Narver and Slater (1990) .88
Siguaw, Brown, and Widing 
(1994)
.88
Slater and Narver (1994b) .80
Mengiiq: (1996) .83
Pelham and Wilson (1996) .92
Morgan, Katsikeas, 
Appiah-Adu (1998)
and .88
Current Study .90
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TABLE 4 >10
COMPARISON OF ALPHA VALUES
ACROSS STUDIES - SOCO
Study Reliability ( )
Saxe and Weitz (1982) .86 and .83
Michaels and Day (1985) .91
Dunlap, Dotson, and Chambers (1988) .88 and .91
O'Hara, Boles, and Johnston (1991) .95 and .82
Brown, Widing, and Coulter (1991) .81
Kelly (1992) .85
Siguaw, Brown, and Widing (1994) .86
Williams and Attaway (1996) .97
Current Study .89
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TABLE 4.11
COMPARISON OF ALPHA VALUES ACROSS
STUDIES - MANAGEMENT CONTROL SYSTEM
Study Reliability
( )
Jaworski and Kohli (1993) .73
Menon, Jaworski, and Kohli (1997) .73
Bhuian (1998) .74
Horng and Chen (1998) .50 < > .80 
(specific 
not given)
Current Study .70
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TABLE 4.12
COMPARISON OF ALPHA VALUES ACROSS
STUDIES - SALESPERSON CONTROL SYSTEM
Study Reliability
( )
Oliver and Anderson (1994) .81
Current Study .85
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Social Desirability Bias
Social desirability bias refers to the tendency of a 
respondent to consciously or unconsciously provide 
responses that he or she believes will create a favorable 
impression. Scales in which the responses reflect back on 
the character or prestige of the individual are 
susceptible to social desirability bias. Of the four 
scales in this study, three relate to firm characteristics 
and one to a salesperson characteristic. Consequently, 
the scale that related to the salesperson, salesperson 
customer orientation, was subjected to testihg for social 
desirability bias.
Respondents were asked to complete the Social 
Desirability Scale (Crowne and Marlow 1960). Scores on 
the social desirability scale were correlated with the 
overall SOCO scores and the individual SOCO items. The 
results of the correlations are presented in Table 4.13. 
According to the correlations, the overall SOCO scale is 
correlated with social desirability bias scores (p < 
0.01). Thus, it is possible the responses suffer from 
social desirability bias. Based on the individual item 
correlations, it appears that seven items in particular
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suffer from social desirability bias, including item 
numbers 5, 9, 11, 13, 16, 17, and 24.
To further investigate the possibility of social 
desirability bias, the seven items were deleted from the 
scale and the summated score was recalculated. The 
reliability of the reduced scale was calculated. It was 
found that dropping the seven items negatively impacted 
the reliability of the scale. The alpha value decreased 
from .89 to .85. The next step was to examine the extent 
to which using the reduced SOCO scale might change the 
scale's relationship with the study variables. Based on 
the correlation matrix in Table 4.14, using the reduced 
scale did not change the relationship with the other study 
variables. Moreover, previous studies have subjected the 
SOCO scale to similar testing and have found no evidence 
of social desirability bias (i.e., Saxe and Weitz 1982). 
Thus, the full scale will be used for analysis.
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TABLE 4.13
CORRELATIONS BETWEEN SOCO AND SOCIAL 
DESIRABILITY BIAS SCALE
SOCO Item # Correlation with 
Social Desirability 
Score
Entire Scale .172**
Entire Scale .172**
1 .108
2 .119
2 .119
3 -.086
3 -.086
4 .090
4 .090
5 .131*
5 .131*
6 .047
6 .047
7 .101
7 .101
8 .042
8 .042
9 .150*
9 .150*
10 .057
10 .057
11 .160*
11 .160*
12 .073
12 .073
13 .224**
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
152
*
* *
14 .097
15 .012
15 .012
16 .193**
16 .193**
17 .148*
17 .148*
18 .077
18 .077
19 .082
19 .082
20 .068
20 .068
21 .110
21 .110
22 -.027
22 -.027
23 .099
23 .099
24 .204**
24 .204**
Correlation is significant at the 0.05 level. 
Correlation is significant at the 0.01 level.
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TABLE 4.14
STUDY VARIABLE'S CORRELATION WITH 
FULL AND REDUCED SOCO SCALE
Variable SOCO SOCO - 7
SCS .023 .017
SCS .023 .017
MO .191** .196**
MO .191** .196**
MCS .008 .010
MCS .008 .010
** Correlation is significant at the 0.01 level.
Key:
SCS - Salesperson Control System 
MO * Market Orientation 
BCS = Manager Control System 
SOCO = Salesperson Customer Orientation 
SOCO-7 = Salesperson Customer Orientation minus the 7 
potentially biased items
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Descriptive Statistics
The descriptive statistics for each of the four study 
variables are discussed in this section. The means, 
medians, modes, ranges, minimums, maximums, standard 
deviations, skewness, and kurtosis for each variable are 
presented in table 4.15. Following the table is a 
discussion of the descriptive statistics for each variable 
individually along with comparisons to similar studies.
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TABLE 4.15
DESCRIPTIVE STATISTICS FOR 
STUDY VARIABLES
MO SOCO MCS SCS
Mean 4.3481 7.7764 2.7320 .0073
Mean 4.3481 7.7764 2.7320 .0073
Median 4.3333 7.9167 2.8000 .1791
Median 4.3333 7.9167 2.8000 .1791
Mode 4.2 8.17 2 . 6 -9.52
Range 5.53 4.29 3 .20 17.50
Minimum 1.27 4.71 1 . 0 0 -9.52
Minimum 1.27 4.71 1 . 0 0 -9.52
Maximum 6.80 9.00 4.20 7.97
Maximum 6.80 9.00 4.20 7.97
Std. Deviation 1.0645 .8168 .7234 3.1605
Std. Deviation 1.0645 .8168 .7234 3.1605
Skewness -.128 -1.166 -.253 -.326
Skewness -.128 -1.166 -.253 -.326
Kurtosis - .149 1.904 -.299 -.209
Kurtosis -.149 1.904 -.299 -.209
Key:
MO = Market Orientation (scale: 1-7)
SOCO = Salesperson Customer Orientation (scale: 1-9) 
MCS * Manager Control System (scale: 1-5)
SCS = Salesperson Control System (scale: 1-7)
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Firm market orientation, was measured using a 7-point 
scale. The higher the score, the greater the level of the 
firm's market orientation. The average of the market 
orientation scores for this study was 4.3481 which 
suggests that the salespeople involved in this study 
perceived their firms to be moderately market oriented. 
In fact, the information presented in Table 4.16 suggests 
that the salespeople in this study perceived their firms 
to have lower levels of market orientation as compared 
with those of other studies.
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TABLE 4.16
COMPARISONS OF MEANS ACROSS
STUDIES - MARKET ORIENTATION
Study Seal* Maan
Pointa
Narver and Slater (1990) 7 4.28 and 4.77
Siguaw, Brown, and Widing 7 4.74
(1994)
Slater and Narver (1994b) 7 4.68
Mengiicj (1996) 7 5.72
Current Study 7 4.35
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Salesperson customer orientation was measured using a 
9-point scale. According to the wording of the scale, the 
higher the score, the greater proportion of customers with 
which the salesperson behaves in a customer-oriented 
manner. The average of the SOCO scores for this study was 
7.78 which suggests that the salespeople in this study 
perceive themselves to be customer oriented with a large 
majority of their customers. Table 4.17 suggests that the 
mean customer orientation score for this study is 
consistent with those of other studies. Thus, the 
salespeople in this study perceived themselves to be as 
customer oriented as salespeople in other studies have 
perceived themselves to be.
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TABLE 4.17
COMPARISONS OP MEANS ACROSS
STUDIES - SOCO
Study Scale
Points
Mean
Saxe and Weitz (1982) 9 7.63 and 7.75
Michaels and Day (1985) 9 5.75
Brown, Widing, and Coulter 
(1991)
6 3.46
Siguaw, Brown, and Widing 
(1994)
9 7.81
Williams and Attaway (1996) 9 6.89
Current Study 9 7.78
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The manager control system was measured on a 5-point 
scale in which a higher score reflects greater reliance on 
market-based factors for rewarding and evaluating 
managers. The mean value of the market-based reward 
system responses was 2.73. This suggests that the 
salespeople in this study did not believe market-based 
factors were relied on very heavily in rewarding and 
evaluating their managers. Table 4.18 suggests that the 
use of market-based factors for rewarding and evaluating 
sales managers appears to be less common in this study as 
compared with Bhuian's (1998) study. However, it is 
difficult to interpret this information because Bhuian's 
(1998) study is the only one available by which to compare 
results and because Bhuian's (1998) study was conducted in 
Saudi Arabia.
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TABLE 4.18
COMPARISONS OF MEANS ACROSS STUDIES -
MANAGEMENT CONTROL SYSTEM
Study Scale Mean
Points
Bhuian (1998) 5 4.09
Current Study 5 2.73
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Finally, all but one item for the Salesperson Control 
System was measured on a 7-point scale in which a higher 
score reflected greater reliance on behavior-based factors 
for evaluating and rewarding salespeople. One item in the 
scale, the proportion of total compensation represented by 
salary, was an open-ended question. Because standardized 
z-values were used to obtain the Behavior Control System 
Score, it would be misleading to interpret the mean value. 
Unfortunately, no studies provided means for Behavior 
Control System to allow for comparison. This is possibly 
due to the lack of interpretability of the statistic.
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Correlations
The correlations between the study variables are 
presented in Table 4.19. As indicated in the table, all 
variables are correlated with at least one other variable. 
In addition all correlations are significant at the 0.01 
level.
Market orientation was positively correlated with all 
of the study variables. Specifically, market orientation 
was correlated with salesperson customer orientation (r = 
.191), management control system (r * .600), and
salesperson control system (r = .416). Salesperson
customer orientation was correlated only with market 
orientation. In addition to market orientation,
management control system was correlated with salesperson 
control system (r = .426). Finally, salesperson control 
system was correlated with both market orientation and 
management control system.
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TABLE 4.19
Correlation Coefficients*
MO SOCO MCS SCS
MO 1.000
SOCO .191**
%
1.000
SOCO .191** 1.000
MCS .600** .043 1.000
MCS .600** .043 1.000
SCS .416** .023 .426** 1.000
SCS .416** .023 .426** 1.000
** Correlation is significant at the 0.01 level. 
Key:
MO = Market Orientation
SOCO - Salesperson Customer Orientation
MCS = Management Control System
SCS = Salesperson Control System
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Selection of Control 
Variables
Control variables are variables that, while not the 
focal point of a study, might nonetheless influence the 
dependent variable(s). Including control variables in a 
regression equation helps to ensure that the variance in 
the dependent variable is a result of the study's 
independent variable(s). Common control variables are 
demographic or background variables that can be 
theoretically linked to the dependent variable(s) such as 
age, gender, or possibly firm size.
Several demographic and background questions were 
included in the questionnaire for this dissertation. 
Univariate tests were used in accordance with Hair et al. 
(1998) to determine if any of these variables might 
account for some of the variance in the dependent 
variables. Based on these tests, gender, pay plan 
preference, job title, job emphasis, industry, and 
education were identified as possible control variables.
The next step in selecting the control variables 
involved alternating and re-entering each of the possible 
control variables individually and in combinations into 
the dissertation regression equations introduced in 
Chapter 3 to determine those that significantly impacted
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the dependent variables. Consequently, two possible 
control variables remained significant. The pay plan 
preference variable remained significant in the market 
orientation equation (equation 1 ) and the industry 
remained significant in the salesperson customer 
orientation equation (equation 2) . These results are 
discussed in greater detail in the Hypothesis Testing and 
Results section.
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Hypothesis Teats and Results
The research hypotheses presented in Chapter 3 were 
tested using ordinary least squares regression. Two 
regression equations were required to test the hypotheses. 
The regression equations and their associated hypotheses 
and results are presented in Tables 4.20 through 4.23.
Market Orientation as the 
Dependent Variable
The first regression equation was used to examine
hypotheses 1 and 4 as presented in Table 4.20. Table 4.21
presents three regression models. Model (a) presents the
results of the first regression equation including the
study variables as well as all possible control variables.
The two study variables and only one control variable, pay
plan preference, were significant. Model (b) presents the
results of the equation including the three remaining
significant variables only.
Hypothesis 1 suggested that the greater the firm's
reliance on market-based factors for evaluating and
rewarding managers, the greater the firm market
orientation. The regression results in Table 4.21 provide
support for hypothesis 1. The use of market-based factors
*
for managers (MCS) was positively related to firm market 
orientation at a significance level of 0 .0 0 0 .
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Hypothesis 4 suggested that the use of behavior-based 
rewards for salespeople would be positively related to 
firm market orientation. This hypothesis was also 
supported. Behavior-based control (SCS) was positively 
related to firm market orientation at a significance level 
of 0 .0 0 0 .
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TABLE 4.20 
HYPOTHESES ASSOCIATED WITH EQUATION 1
Equation 1: MO = MCS + SCS
Hx: The greater the firm's reliance on market-based
factors for evaluating and rewarding managers, the
greater the firm market orientation.
H4 : The greater the firm's reliance on behavior-based
control for salespeople, the greater the firm market 
orientation.
Key:
MO = Market Orientation
MCS = Management Control System
SCS = Salesperson Control System
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TABLE 4.21
REGRESSION RESULTS FOR EQUATION 1 
WITH MARKET ORIENTATION AS 
THE DEPENDENT VARIABLE
Independent B t Sig.
Variable
(a) Full Model 
Adj. R2 - 0.36
(Constant) 2.398 4.150 . 0 0 0
Pay Plan 0.139 2.627 .009
Preference
Gender -0 . 0 0 1 -.006 .995
Job title -0.028 - .815 .416
Job 0.051 0.357 .722
emphasis
Industry 0.008 0.985 .326
Education -0.057 -1.044 .298
SCS 0.078 3.560 . 0 0 0
MCS 0.671 6.998 . 0 0 0
(b) Trimmed Model
Adj . R2 = 0.40
(Constant) 2.114 8.442 . 0 0 0
Pay Plan 0.133 2.698 .008
Preference
Pay Plan 0.133 2.698 .008
Preference
MCS 0.722 8.734 . 0 0 0
SCS 0.076 3.975 . 0 0 0
SCS 0.076 3.975 . 0 0 0
Key:
MO = Market Orientation.
SOCO = Salesperson Customer Orientation
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MCS = Management Control System
SCS = Salesperson Control System
Salesperson Customer 
Orientation as the 
Dependent Variable
The second equation was used to test hypotheses 2 and 
3 as presented in Table 4.22. Table 4.23 presents three 
regression models. Model (a) presents the results of the 
first regression equation including the study variables as 
well as all possible control variables. Model (b) 
presents the results of the equation including the study 
variables and the one remaining significant control 
variable, industry.
Hypothesis 3 suggested that greater reliance on 
behavior-based rewards for salespeople would result in 
higher levels of salesperson customer orientation. This 
hypothesis was not supported by the regression analysis. 
Greater reliance on behavior-based control systems was not 
found to be associated with higher levels of salesperson 
customer orientation. As a result, this variable was 
dropped from model (b) (Table 4.23) and a final model (c) 
was calculated.
Hypothesis 2 suggested that the greater the firm's 
market orientation, the greater the salesperson's customer
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orientation. Based on both the full and trimmed models, 
this hypothesis is supported at a significance level of 
.000. According to these results, firm market orientation 
is positively related to salesperson customer orientation.
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TABLE 4.22 
HYPOTHESES ASSOCIATED WITH EQUATION 2
SOCO = SCS + MO + MCS
H2: The greater the firm's market orientation, the 
greater the salesperson's customer orientation.
H3: The greater the firm's reliance on behavior-based 
control for salespeople, the greater the salesperson 
customer orientation.
Key:
SOCO = Salesperson Customer Orientation
MO = Market Orientation
MCS = Management Control System
SCS = Salesperson Control System
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TABLE 4.23
REGRESSION RESULTS FOR EQUATION 2 WITH 
SALESPERSON CUSTOMER ORIENTATION 
AS THE DEPENDENT VARIABLE
Independent B t Slg.
Variable
(a) Pull Model 
Adj. R2 - .058 
Adj. R2 - .058
(Constant)
Pay plan 
preference
Pay plan 
preference
Gender
Gender
Job Title
Job Title
Job emphasis
Job emphasis
Industry
Industry
Education
Education
SCS
SCS
MCS
MCS
MO
MO
(b) Trimmed Model
(b) Trimmed Model
Adj. R2 » .068 
Adj. R2 • .068
(Constant)
Industry
Industry
6.966 11.667 .000
-0.007 -.122 .903
-0.007 -.122 .903
0.066 .453 .651
0.066 .453 .651
-0.020 -.598 .551
-0.020 -.598 .551
-0.023 -.160 .873
-0.023 -.160 .873
0.016 2.082 .039
0.016 2.082 .039
-0.008 -.156 .876
-0.008 -.156 .876
-0.021 -.924 .357
-0.021 -.924 .357
-0.157 -1.463 .145
-0.157 -1.463 .145
0.250 3.420 .001
0.250 3.420 .001
7.016 23.366 .000
0.015 2.096 .037
0.015 2.096 .037
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SCS -0.018 -0.878 .381
MCS -0.175 -1.744 .083
MCS -0.175 -1.744 .083
MO 0.241 3.566 .000
MO 0.241 3.566 .000
(c) Pinal Model
(c) Pinal Model 
Adj. Ra * .073 
Adj. Ra * .073
(Constant) 7.206 30.412 .000
Industry 0.013 1.906 .058
Industry 0.013 1.906 .058
MCS -0.194 -2.014 .045
MO 0.238 3.639 .000
MO 0.238 3.639 .000
Key:
SOCO a Salesperson Customer Orientation
MO > Market Orientation
MCS a Management Control System
SCS a salesperson Control System
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Einal Models
The final models for the two regression equations are 
presented in Table 4.24. According to the final model for 
equation 1, 40% of the variation in the level of firm
market orientation was explained by the firm's control 
systems for managers and salespeople and pay plan 
preference. According to the final model for equation 2, 
7% of salesperson customer orientation was explained by 
the level of firm market orientation, industry, and the 
management control system, though the management control 
system was not specifically hypothesized as an indicator.
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TABLE 4.24 
FINAL MODELS
(1) MO > 2.114 + .722 MCS + .076 SCS + .133 PREFPLAN
F = 51.499 
Sig. = .000 
Adj. R2 = .40
(2) SOCO = 7.105 + .238 MO - .194 MCS + .013 INDUS
F = 6.284 
Sig. = .000 
Adj. R2 « .07
Key:
SOCO = Salesperson Customer Orientation
MO * Market Orientation
MCS a* Management Control System
SCS = Salesperson Control System
PREFPLAN = Pay Plan Preference
INDUS = Industry
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Summary of Hypothesis
lasting
Previous literature provided the theoretical 
background for the four hypotheses presented in Chapter 3. 
Regression analysis was used to test each of these 
hypotheses. A summary of the hypothesis test results is 
presented in Table 4.25. Of the four hypotheses offered, 
three were supported.
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TABLE 4.25 
SUMMARY OP HYPOTHESIS TEST RESULTS
Hypothesis Rssulfc
Hj,: The greater the firm's reliance on 
market-based factors for evaluating 
and rewarding managers, the greater 
the firm market orientation.
Ha: The greater the firm's market 
orientation, the greater the 
salesperson's customer orientation.
H3: The greater the firm's reliance on 
behavior-based controls for 
salespeople, the greater the 
salesperson customer orientation.
H<: The greater the firm's reliance on 
behavior-based controls for 
salespeople, the greater the firm 
market orientation.
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Supported
Not
Supported
Supported
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ConclusionB
This chapter provided information regarding the 
empirical analysis of the hypotheses proposed in Chapter 
3. Information about the sample used in this study was 
reported. In addition, possibility of nonresponse bias 
was considered. The chapter also addressed measurement 
issues, which were followed a by presentation of the 
descriptive statistics and correlations. Finally, the 
chapter closed by presenting results of the hypothesis 
tests in which three of the four hypotheses were 
supported.
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CHAPTER 5
DISCUSSION AND IMPLICATIONS
Prior research suggests that organizations' control 
systems are a vital influence on organizational success 
(Coughlan and Sen 1989). This study examined the 
influence of organizational control systems on achieving 
particular firm and employee-related goals. The primary 
objective of this study was to broaden knowledge 
regarding the impact of control systems for salespeople 
and managers on firm market orientation and salesperson 
customer orientation. In an effort to accomplish this 
objective, four hypotheses were empirically tested. 
Specifically, the relationship between management control 
systems and firm market orientation, the relationship 
between salesperson control systems and salesperson 
customer orientation, and the relationship between 
salesperson control systems and firm market orientation 
were examined. In addition, the relationship between 
firm market orientation and salesperson customer 
orientation was examined.
181
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As discussed in Chapter 1, previous research in this 
area is limited. In particular, no prior studies have 
addressed the possibility that the salesperson's control 
system might impact the ability of a firm to implement a 
market oriented strategy. Moreover, studies examining 
the impact of the salesperson's control system on the 
salesperson's customer oriented behaviors have been 
limited by study design issues in addition to offering 
conflicting results. Finally, with regard to control 
systems for managers, conflicting results regarding their 
impact on implementing a market-oriented strategy have 
been reported.
Research Findings 
A discussion of the research findings is offered in 
this section. It begins by addressing the hypothesized 
influences on firm market orientation. This is followed 
by a discussion of the hypothesized influences on 
salesperson customer orientation.
Firm Market Orientation
Two hypotheses were offered suggesting influences on 
firm market orientation. The first hypothesis suggested 
that management control systems would impact firm market
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orientation. More specifically, based on previous 
theory, the hypotheses stated reliance on market-based 
factors for evaluating and rewarding managers would be 
positively related to firm mark orientation. This 
hypothesis was supported. Consequently, additional 
support is offered for a portion of the theory of market 
orientation offered by Kohli and Jaworski (1990) .
The second hypothesis suggested that the salesperson 
control system would impact the implementation of a 
market oriented strategy. Specifically, the hypothesis 
stated that reliance on behavior-based controls for 
salespeople would be positively related to firm market 
orientation. This hypothesis was supported.
Salesperson Customer 
Orientation
Two hypotheses were offered suggesting influences on 
salesperson customer orientation. The first hypothesis 
relating to salesperson customer orientation suggested 
that the salesperson's control system would influence the 
extent to which the salesperson engaged in customer 
oriented behaviors. This hypothesis was not supported. 
In other words, in this study, reliance on a behavior-
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based reward system did not result in more customer 
oriented salespeople.
The second of these hypotheses was a replication of 
a relationship previously examined by Siguaw, Brown, and 
Widing (1994) . They proposed that the firm market
orientation would be positively related to salesperson 
customer orientation. Additional support for this
relationship was found in this study.
Managerial Implications 
The results discussed in the previous section 
suggest many implications for managers. Taken as a 
whole, the managerial implication is that, control 
systems impact the implementation of particular
organizational strategies. Even the most effective 
control systems can become out-dated as the competitive 
environment a firm faces evolves. As a result, when 
planning a new corporate strategy and identifying goals, 
the existing control mechanisms cannot be overlooked.
In particular, firms desiring to be more market 
oriented should align their managerial control system so 
that greater reliance is placed on market-based measures 
such as customer satisfaction indexes, willingness to
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share information, across departments and units, and being 
sensitive to competitive actions.
Perhaps one of the most significant findings was 
that the salesperson's control system was related to the 
firm's level of market orientation. This re-iterates the 
importance of salespeople in enacting firm-level 
strategy. According to this study, firms that tended to 
rely more heavily on behavior-based controls for their 
salespeople, tended to exhibit higher levels of market 
orientation. Therefore, just as the controls for managers 
are important in the successful implementation of a 
market oriented strategy, so are the controls for 
salespeople.
Another noteworthy finding was the lack of 
significance for the relationship between the 
salesperson's control system and the salesperson's 
customer orientation. This study found that reliance on 
a behavior based control system did not result in higher 
levels of customer orientation. Though direct testing of 
this hypothesis has never been conducted to the knowledge 
of the author, this finding is contrary to previous 
conceptualizations of the relationship.
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Several possible explanations for this finding can 
be offered. One possibility is that individuals entering 
the sales profession accept the importance of customer 
oriented behavior regardless of how they are compensated. 
Related to this idea is the notion that salespeople might 
naturally migrate to firms that offer control systems 
they find appealing. As a result, the firm's control 
system for salespeople is not a factor in influencing 
their behaviors. One can obviously be customer oriented 
under a variety of working conditions. Therefore, it is 
possible that salespeople accept being customer oriented 
as a requirement of the job and seek out firms that 
reward their salespeople in such a way that they can 
achieve personal goals without impacting their 
interactions with customers.
Perhaps a more likely possibility is that customer 
orientation is intrinsically motivated. Intrinsic 
motivation is derived directly from the job itself rather 
than the environment surrounding the job (Spiro and Weitz 
1990) . In other words, if in fact a customer orientation 
is intrinsically motivated, salespeople who are customer 
oriented are so because of an inherent desire, not 
because it is motivated by external factors such as
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compensation or recognition. For example, Hoffman and 
Ingram (1992) found that satisfaction with pay was not 
significantly related to the customer orientation of 
service representatives.
Another explanation is that firm level factors might 
have greater impact on salesperson customer orientation 
than the salesperson's control system. In fact, this 
study supports the notion that organizational strategy 
has greater influence on salesperson behaviors than the 
salesperson's control system. Based on this study, the 
firm's level of market orientation was positively related 
to the salesperson's customer orientation.
While the dominant thinking regarding the behavior- 
based control systems is that they would be positively 
related to salesperson customer orientation, there are 
some who conceptualize a different relationship. For 
example, in a post hoc analysis, Dunlap, Dotson, and 
Chambers (1988) found that real estate brokers who were 
paid on straight commission perceived themselves to be 
more customer oriented than did brokers paid straight 
salary or a combination. This finding is contrary to 
Anderson and Oliver's (1987) proposition. While this 
finding is significant, it is necessary to keep in mind
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that compensation is only one aspect of a firm's control 
system and according to Anderson and Oliver (1987) a 
firm's control system is a totality of several control 
factors. Hopwood (1974) suggested that when organizations 
attempt to specify employee behaviors, they tend to do so 
by specifying the minimum rather than the most effective 
standards of performance. He suggested that "desirable 
behavior requires an adaptation to circumstances which 
cannot be anticipated and a degree of vision which often 
extends beyond what is readily quantifiable" (p. 20) .
Additionally, Banker et al. (1996) found that an outcome- 
based incentive plan had a positive impact on a customer 
focused strategy which was measured by changes in sales, 
profit, and customer satisfaction. Finally, seeming to 
contradict their own work, Anderson and Oliver (1987) 
suggest that according to transaction cost analysis 
"outcome control is a marketing-oriented practice in that 
it allows the customer to reward desired behavior and 
punish undesired behavior" (p. 81).
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Limitations
This section offers possible limitations to this
study. The results of the study should be interpreted 
with these limitations in mind. The limitations 
discussed in this section include those related to the 
response rate and measurement and design issues.
Response Rate
This study obtained a response rate of 16.45%. 
While the 250 responses received allowed for adequate
testing of hypotheses using regression, it is possible 
that a higher response rate might have lead to different 
results. However, this response rate is typical for
research of this nature, moreover, steps were taken to
test for the possibility of nonresponse bias.
Measurement and 
Research Design
The use of salespeople to identify the sales 
manager's reward system and level of firm market 
orientation is a limitation in the research design. It 
is assumed that salespeople are adequately aware and have 
adequate interaction with their sales managers to know 
how managers are rewarded. In addition, it is assumed
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that salespeople are aware of their firm's market 
oriented - related activities. These assumptions could 
produce misleading results and interpretations.
Another limitation is the correlation between seven 
SOCO items and the social desirability bias score. This 
indicates that respondents might have provided answers 
that were socially desirable rather than reflective of 
reality. While measures were taken to assess the impact 
of those seven items, caution must be taken in 
interpreting the customer orientation results.
The final limitation is the cross-sectional design 
of the study. Cross-sectional studies do not allow for 
examination of cause and effect relationships.
Therefore, caution must be taken before interpreting the
results in such a manner.
Suggestions for Future Research 
This study proposes many areas for future research. 
Future research is need to further address the question 
of the relative influence of firm strategy versus 
controls on salesperson customer oriented behaviors.
Perhaps the inclusion of individual level factors would 
provide more information as to the nature versus nurture 
question of salesperson customer orientation. For
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instance, the question of whether salesperson customer 
orientation is intrinsically motivated would provide a 
good starting point. Moreover, replication of the direct 
testing of the salesperson control system - SOCO to 
determine if current conceptualizations of the 
relationship are accurate.
Additionally, this study suggests that salespeople 
functioning in a behavior-based environment identified 
their organizations as being more market oriented. 
First, replication of this finding is in order. 
Subsequently, future research is need to assess how 
influential salespeople are in implementing market- 
oriented strategy this might be accomplished by 
identifying whether behavior-based control systems lead 
to greater levels of information sharing and cooperation 
among salespeople. Moreover, does the control system 
impact other behaviors such as organizational citizenship 
behaviors?
A final area of future research involves hybrid 
controls. Oliver and Anderson (1994) suggested that 
organization might, in reality, use opposing control 
philosophies simultaneously. It is likely that in 
implementation, control systems do not simply fall into
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one of the two, outcome- or behavior-based, philosophies. 
Additional research is needed to assess the pragmatic 
validity of these two philosophies.
Contribution of the Study 
In general, this study provided empirical support 
for the relationship between organizational control 
systems and salesperson customer orientation and firm 
market orientation. Specifically, this study 1) 
supported and strengthened previous research by 
replicating the finding of a positive relationship 
between salesperson customer orientation and firm market 
orientation, 2) aided in clarifying previously 
inconsistent results by supporting a positive 
relationship between management control systems and firm 
market orientation, 3) extended research regarding both 
control systems and firm market orientation by supporting 
a positive relationship between salesperson control 
systems and firm market orientation, and 4) extended 
research by directly testing the relationship between 
salesperson control system and salesperson customer 
orientation. Although no support was found for this 
relationship, the lack of significant a finding is in 
itself significant. As a result of these findings, this
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study has contributed to extending the knowledge 
regarding the impact of control systems for salespeople 
and managers on firm market orientation and salesperson 
customer orientation.
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Thank you for taking tha thna to complete this survey. In completing thia survey, unless otherwise 
instructed, use the past year as your reference point and describe actual behavior of yourself and others, 
rather than desired behavior. Please answer all questions to the best of your aMtty. ALL RESPONSES 
ARE COMPLETELY CONFIDENTIAL
|  SECTION 1 - REWARD. EVALUATION. AND CONTROL PNACTICES |
Please indicate the extent to which you agree or disagree with the foNowing statements.
Strongly Moderately Moderately Strongly
Agree Agree Agree Neutral Disagree Disagree Disagree
1__________2__________ 3_________ 4__________5__________8_________ 7
 1. My supervisor makes sure everyone knows what to do and how to do it
 2. My supervisor stays in dose contact with me.
 3. My boss rarely asks me for information on how I'm doing.
 4. I don't have much contact with my company's management
 5. Management here stays very wed informed of my activities.
 6. I feel isolated from management
 7. I don’t get much day-to-day contact with management
 8. We are subject to very little direction from our company's management
 9. When management rates my performance, they taka a lot of things into consideration.
 10. Management deddas who's good by looking strictly at each person’s bottom Una.
 11. Only tangible reaults matter to my manager.
 12. My manager doesn't care what I do ae long eel produce.
Using the numbers from the scale above, how heavily do you think your manager rates on these kinds of 
measures in evaluating your performance?
 13. Sales volume.  16. Number of cate. ____19. Attitude.
 14. Market penetration. ____ 17. Sales expense. ____20.AbWty.
 15. Achievement of ___ 18. Quality&compietaness ____ 21. Effort
quota. of can reports.
The ftoiowing teo questions are designed to determine the portion of your pay that is made up of salary 
versus commission and bonuses.
22. For a typical pay period whet percent of total compensation does eatery represent? %
23. For a typical pay period what percent of total compensation does comntealon represent? %
24. For a typical pay period what percent of total compensation does bonueaa represent? -.%
25. Imagine that you have been asked to design a compensation plan for youreeif, which of the following 
would you prefer (select A-O)?
A. A high bees saiety and a low commission rate.
B. A low base salary with a high commission rate.
C. Straight saiery.
» atraqpnGomnuHon.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
196
The statements below describe various ways a salesperson might act with a custom* or prospect (for 
convenience, the word 'customer* is used to refer to both customers and prospects). For each statement 
please indicate the proportion of your customers with whom you set as described in the statement Do this 
by writing the appropriate number from 1 to 9. The meanings of the numbers are:
1 •  Tnwtor NONE of your cuMHMre-NEVER S > True (tar ABOUT HALF...
2 ■ True tor ALMOST NONE... 6 ■ True tor SOMEWHAT MORE THAN HALF...
3 > True tor A FEW ... 7 *  True tor a LARGE MAJORITY...
4 « True tor SOMEWHAT LESS THAN HALF... 8 > True tor ALMOST ALL...
9 » True tor ALL of your euataman-ALWAYS
For example, if you wrote 6 below, it would indicate that you ask somewhat mom than half dl your 
customers a lot of questions.
6 I ask customers a lot of questions.
___ 26. I try to give customers an accurate expectation of what the product win do for them.
___ 27. I try to get customers to discuss their needs with me.
___ 28. If I am not sure a product is right for a customer, I win still apply pressure to get him/her to buy.
___ 29. I imply to a customer that something is beyond my control when it is not
___ 30. I try to influence a customer by information rather than by pressure.
___ 31. I try to salt as much as I can rather than to satisfy a customer.
___ 32. I spend more time trying to persuade a customer to buy than I do trying to discover his/her 
needs.
___ 33. I try to help customers achieve their goals.
___ 34. I answer a customer's questions about products as correctly as I can.
___ 35. I pretand to agree with customers to please them.
___ 36. I treats customer as a rival.
___ 37. I try to figure out what a customer’s needs are.
___ 38. A good salesperson has to have the customer's best interest in mind.
___ 39. I try to bring a customer with a problem together with a product that helps him/her solve that 
problem.
___ 40. I am wiing to disagree with a customer in order to help him/her make a better decision.
___ 41. I offer the product of mine that is best suilsd to the customer's problem.
___ 42. It is necessary to stretch the truth in describing a product to a customer.
___ 43. I begin the sates talk for a product before exploring a customer's needs with him/her.
___ 44. I try to sell a customer al I can convince him/her to buy, even if I think it is more than a wise 
customer would buy.
___ 45. I paint too rosy a picture of my products, to make them sound as good as posatele.
___ 46. I try to achieve my goals by satisfying customers.
___ 47. I decide what products to offsr on the basis of what I can convince customers to buy, not on the 
basis of what wfll satisfy them in the long run.
___ 48. I try to find out what kind of product would be most helpful to a customer.
___ 49. I keep alert for weaknesses in a customer’s personality so I can use them to put pressure on 
him/her to buy.
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The following questions are designed to determine what you believe are the business practices of your 
organization. Please indicate the appropriate number in the blank next to each statement, besed on the 
following key.
1 » NotMal 4 > To«moderatewdent
2 » To a very iligM adent S ■ To a coraMoraUo mam
3 » To■ imaUadent 6 ■ Toegraeteetant
________________ 7 » Tooveraateet adent______________________ ______________
 50. Our salespeople regularly share information within our business concerning competitors’
strategies.
  51. Our objectives are driven primarily by customer satisfaction.
  52. We rapidly respond to competitive actions that threaten us.
 53. Our primary objective is to maximize quarterly profits.
  54. We beHave that each product's revenues should cover its full costs in the long run.
 55. We continually attempt to add value to our products and services.
  56. Profit performance is measured on a markat-by-markat basis.
 57. We constantly monitor our lavel of commitment and orientation to cuatomars.
  58. Our top managers from every function regularly visit our current and prospective customers.
 59. We freely communicate information about our successful and unsuccessful customer
experiences across aH business functions.
 60. We have a dear, long-term, strategic marketing plan.
  61. We require a rapid payback from investments in customer relationships.
 62. Our strategy for competitive advantage is based on our understanding of our customers’ needs.
 63. We continually develop tactics for market penetration.
 64. We strive for the highest possible profit margins on our products and services.
 65. All of our functions (e.g. markating/salas. manufacturing, R&D, financa/accounting, etc.) are
integrated in serving target markets.
 66. Our business strategies are driven by our beHafs about how we can create greater value for
customers.
 67. We measure customer satisfaction systematically and frequently.
 68. We give dose attention to after-sales service.
 69. We target customers where we have an opportunity for competitive advantage.
 70. Top management regularly discusses competitors’ strengths and strategies.
 71. We heavily promote our goods and services to maximize sales, and thus, maximize
commissions.
 72. Every effort is made to minimize operating expenses above and beyond production costs.
 73. AH of our managers understand how everyone in our business can contribute to creating
customer value.*ns^wwv^er vs^esw^
 74. We price a product based on its cost
 75. Higher levels of management (to whom our management reports) require business-unit
performance reports on a markst-by-market basis.
 76. We share resources with other business units.
*
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Please indicate the extent to which your organization evaluates and rewards performance on the basis of 
the following statements.
Strongly Agree Agree Neutral Disagree Strongly Disegree
______ 1______________2______________ 3______________4______________ 5_______
 77. No matter which department they ate in, people in this business unit get recognized for being
sensitive to competitive moves.
 78. Customer satisfaction assessments influence senior managers' pay in this business unit
 79. Formal rewards (i.e., pay raise, promotion) are forthcoming to anyone who consistently
provides good market intelligence.
 80. Salespeople's performance in this business unit is measured by the strength of relationships
they build with customers.
 81. Salespeople's monetary compensation is almost entirely besed on their sales volume.
 82. We use customer pods for evaluating our salespeople.
Listed below are a number of statements concerning personal attitudes and traits. Read each Mem and 
decide whether the statement is (rue (T) or false (F) as it pertains to you personally.
 83. Before voting I thoroughly investigate the qualifications of al the candidates.
 84.1 never hesMate to go out of my way to help someone in trouble.
 85. Mis sometimes hard for me to goon wMh my work if I am not encouraged.
 - 86.1 have never intensely disliked anyone.
 87. On occasion I have had doubts about my abHMy to succeed in Me.
 88.1 sometimes feel resentful when I don't get my way.
 89.1 am always careful about my manner of dress.
 90. My table manners at home ate as good as when I eat out in a restaurant
 91. If I could get into a movie wMhout paying and be sure I was not seen I would probably do M.
 92. On a few occasions I have given up doing something because I thought too little of my abMMy.
 93.1 like to gossip at times.
 94. There have been times when I feM like rebelling against people in authority even though I knew
they were right
 95. No matter who I'm talking to, I’m always a good listener.
 96.1 can remember‘playing sick* to get out of something.
 97. There have been occasions whan I took advantage of someone.
 98. I’m aNrayswNKng to admit M when I make a mistake.
 99.1 always try to practice what I preach.
 100.1 don’t find M particularly difficult to gat along wMh loud mouthed, obnoxious people.
  101.1 sometimes try to get even rather than forgive and forget
  102. Whan I dont know something I don't at al mind admMting M.
 103.1 am always courteous, even to people who are disagreeable.
  104. At times I have reaNy insisted on having things my way.
  106. There have been occasions whan I feM like smashing things.
 106.1 would never thfok of leUng someone else be punished for my wrongdoings.
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Irue (T) or /bfee(F)
  107.1 never resent being asked to return a favor.
  108.1 have never been irked when peopie expressed ideas very different from my own.
  109. i never main a long trip without checking the safety of my car.
  110. There have been times I was quite jealous of the good fortune of others.
  111.1 have almost never felt the urge to tell someone off.
  112.1 am sometimes irritated by people who ask favors of me.
  113.1 have never felt that I was punished without cause.
  114.1 sometimes think when people have a misfortune they only got what they deserved.
  115.1 have never deliberately said something that hurt someone's feelings.
Following are demographic questions and will only be used to categorize the results of this study.
116. Gender □  Male 117. Age years 118. Marital Status O Single
□  Female □  Married
119. How many years of experience do you have............ in sales? ..................   years
 with vour current comoanv?.. years
   in your current position?   years
120. What is your job title? . is this position considered to be more management-
or sales* oriented (please circle one)?
121. How would you deasify the business/industry you are in: _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
122. What is your highest level of education?
□  Grade school □  Some High School □  High School graduate
Q Some College O College degree □  Some Grad. School
□  Graduate degree
123. What is your race? □  While □  Black □  Hispanic a  Other
124. What was your total sales volume last year? S
125. What was the percentage of your sales quota you achieved last year? %
126. What was your approximate gross salary last year (including monthly salary, commissions, 
bonuses, and incentives)? 1
127. What was your approximate commissionibanusoa/incantivos last year?
126. What was your approximate total household income last year? $__________
129. What are your firm'a approximate annual sales? $_____________
130. How many employees does your firm have? _ _ _ _ _
131. How many salespeople does your firm have?_______
Thank you very much! Please place survey in the encloeed envelope and return bnmediaMy.
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Date
Name 
Address 
City, State Zip
Dear Name,
I am conducting a study to develop a greater understanding of current reward system for managers and 
salespeople, the specific activities that salespeople engage in, and (he particular business practices that are 
common to firms. I would like to ask for your help in completing this study.
Your insights as a sales professional are critical to the success of this project You were scientifically 
selected to take pan in this study from a national sample of sales profeukmals. As a rault, your response 
is extremely important to its accuracy. I realm that this is an imposition, however the information from 
this questionnaire will be used initially to complete my doctoral dissertation at l.oui»iana Tech University, 
then it will be used by other researchers to aid in understanding the factors that afiect salespeople in doing 
their jobs. It is hoped that this research will result in improvements in reward programs for salespeople 
and managers, in addition to, improvements in geMral business strategies. Please note that individual 
responses will be kept completely confidential, all responaea will be adapted with othms to ensure 
complete anonymity.
In order to make completing this survey as easy and convenient at poasiblc, I have enclosed a postage- 
paid reply envelope. To thank you for returning this survey, a copy of the aggregated results will be made 
available to you. I f  you would likt a copy of the aggregated rtsuits, pitas* enclose your name and 
address oh a stparait sheet of paper (or your business card) whan you m u m  this mrwry.
Your help is very important to me and to this study. Without the information you provide, I cannot 
complete my dissertation. Please take the time to complete this survey and return it to me as quickly as 
possible. Thank you in advance for your help.
Sincerely,
Tari Lopez
r>*TTHTil
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Due
Dear Sales Professional,
A couple o f weeks ago you should have received a survey from me along with a letter requesting 
that you complete the survey and return it
I  am writing you to ask fo r your htlp. As 1 mentioned in my first letter, I am conducting this 
survey as the final project to obtain my doctorate m Marketing. In order to complete this project 
and graduate I  must obtain a ctrtain number o f responses from the surveys that I  stnt out. So, I 
am asking (pleading and begging) you to please complete and return the survey to me as soon u  
possible. I  realize this is an imposition however, because you were scientifically selected from a 
national sample o f sales professionals, I  cannot simply send out additional surveys. I  need your 
response.
I f  you have already returned your survey -  THANK YOU!!! I f  you have misplaced the survey I 
have enclosed an additional copy along with a postage paid reply envelope. I f  you are not a sales 
pmfeMinw i, have changed jobs, or have received this letter in error, please ignore it, I  apologize 
for the inconvenience.
Thank you for your time!
T ari Burnthome Lopez
P.S. To thank you for returning this survey, a copy o f the aggregated resuha w ill be made 
available to you. If  you would like a copy o f the aggregated results, please enclose your man 
and address on a separate sheet o f paper (or your business card) when you return this survey.
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